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CHAPTER I 

HOW FAMINE WAS AVERTED 
I THE USE OF BRITISH SHIPS 

Losses to the End of 1916 — Runciman's Forecasts — Curzon’s Committee, December. 
1916— Previous History — Curzon — ^Maclay and Men at the Ministry of 
Shippmg — ^How British Ships were bemg used — Orders to Requisition- 
Shipowners' Profits — Improved Use of Shippmg — ^A Glance Forward — ^The 
Maritime Counal — ^Tonnage Priority — ^The Port and Transit Committee 

A new Government had been formed m December, 1916, 
full of good resolves, as new Governments always are 
or ought to be It did not look as if our Amues would 
be broken m the field , their strength, both for the 
offensive and the defensive, was growmg daily There had ceased 
to be any possibility of naval defeat, or even of senous action so 
far as the battle fleets were concerned, for the battle of Jutland, 
despite its handlmg and mconclusive endmg m the gathenng 
gloom, had resulted m such damage to the enemy battle fleet 
that German naval pohcy was bemg directed to the alternative 
of submarme warfare 

The overshadowmg questions at that tune were What success 
would attend this new and ruthless form of submarme attack ? 
Should we be able to brmg m all the supphes necessary for the 
people at home, as well as for the transport, sustenmce and eqmp- 
ment of our armies m the field > 

The losses of British shippmg had already been enormous, but 
we knew that with the openmg of the New Year hostile submarme 
activity was to enter upon a new and more ruthless phase From 
the begmnmg of the war to the end of December, 1916, 639 British 
ships had been sunk by enemy action, with a loss of tonnage amount- 
mg to 2,295,329 tons ; but 338 of them with a tonnage of 1,220,246 
had been simk durmg 1916, and the rate of sinking was rapidly 
mcreasmg 

This, however, did not represent the whole of the loss of the 
British Mercantile Marme, because, apart from its use for home 
purposes, our ships had to give more and more help to our Alhes, 
and thereby were diverted from rehevmg our own nftf<»s siti«^ 
French and Italian losses of vessels of all sizes by the end of 1916 
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had amounted to 379 vessels, vuth a total tonnage of 6x3,654, and 
no less than 321 of them had been sunk dimng the year 19x6 
Mor^ver, many of our supphes had been brought in neutral 
ships, and the neutrals, by December, xpxb, had lost 648 ships, of 
which 438 had been sunk dunng xpxb ; and the dimmution of their 
tonnage up to that tune had exceeded 950,000 tons Even these 
totals of loss m addition to the diversions from home services did 
not represent all the reduction m our importmg power, because 
apart from vessels simk, a goodly number had been damaged and 
had struggled mto port to undergo more or less prolonged repau 

The most sangume of the estimates supphed to us m December, 
X9 x 6, revealed that at least we ought to budget on the assumption 
that we should lose more vessels durmg X9X7 than dunng the whole 
previous part of the war, and if Amencan sluppmg shared the same 
fate as the rest the losses would be even greater still 

So far as ofiBicial prognostications went the prospect was desper- 
ate mdeed The position had been placed before the Cabmet by 
Mr Rimciman, as President of the Board of Trade, on November 9, 
X9x6 

He had reported that — 

*' We start this iraiter with a shortage which we see no means of filhng 
by building, buymg or chartering, of a deficiency estimated at 400 steamers 
of 4,000 gross tons This is the deficit after we have exhausted every avil 
economy suggested to us or thought of by our experts or by Members of the 
Government and the Departments " 

The existmg shortage of vessels for canymg food was stated 
to be as follows — 

*' The Transport Department of the Admiralty have requisitioned m a 
month for all the present requirements of the Wheat Commission no less 
than 60 steamers, and this is 40 below their immediate needs 1 am informed 
that they cannot at present ^d the 40 free vessels for this essential service, 
and beyond the 100, of which 40 are unobtainable, they must secure 80 per 
month for the next seven months " 

This shortage of tonnage, he forecasted, would be mcreased as 
follows — 

" If losses of vessels go on at the 1916 pace we shall be depnved of a 
further 200 vessels of 700,000 gross tons by Jime, 1917, and m the same 
period we shall have completed only 40 new steamers of about 250,000 gross 
tons provided material is allotted to the shipyards and engme works " 

His conclusion was m the followmg dismal terms — 

" For this and other reasons my expert advisers believe that 1 am far 
too sangume m advismg the War Committee that the complete breakdown 
m shipping will come m June, 19x7 , they are convmced that it will come 
much sooner than June " 
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This document was followed on November 22, 1916, by a 
memorandum on Some Practical Proposals on Merchant Shipping 

In this paper it was stated that the necessary addition to the 
tonnage available for the carnage of food and essential raw materials 
could only be obtained by simultaneously addu^ to the ra^dity 
of discharging cargoes m our ports and by constructing cargo 
vessels without interruption by other national work, shortage of 
labour or shortage of material Both these things were very 
desirable, but unfortunately, no practical proposals were submitted 
for achieving either of them — Happily for the nation, we soon 
foimd that they did not cover all the possibihties of obtaining 
additional tonnage — ^It was also pointed out that the most urgent 
need of the moment was the provision of additional ships to feed 
this country and our Alhes before the next harvest, and this was 
stated to involve the devotion of a vast amount of additional 
tonnage to the importation of the Australian harvest 

The only defimte proposal made, was — 

" That the shortage by which tiie Transpeui: Department and the Wheat 
Commission are &ced after their reqmsitionmg activities are exhausted each 
month shall be supphed by vessels taken from those now allotted to naval 
and military service.” 

These documents from the President of the Board of Trade 
were the most invCTtebrate and hopdess of any memoranda pre- 
sented to the Government dunng the war by a responsible head 
of a department on a great issue, so far as my knowledge extends 
They contamed no effective suggestions as to how the difficulties 
were to be met, for it was obvious that filling the gap simply by 
takmg vessels from the mihtary and naval services would soon 
mvolve the extinction of those services themsdves 

The menace of the submarine campaign was growing weekly, 
and the information before us made it certam that with the 
completion and the training of the G^man submarines then 
building or imder training we had to look forward to a greatly 
mcreased activity, so that, bad as the position had been in 
November, 1916, it was likely, and before long, to become much 
worse 

The first essential plainly was that every British diip that 
could possibly be brought mto the national service should be 
mobilised for that purpose as quicldy as possible, and that the 
interests of pnvate trade, however important, must give way to 
the necessities of national existence Moreover, no time should 
be lost m creatmg an effective organisation to secure in each port 
a prompter loading and unloading of shqis Pnvate cargoes also 
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must give way to the transport of the necessities of life and of 
war ma,tenal, and a great effort in new bmlding was called for as 
well as the use of every possible device against hostile submaiines 

On December 21, the new Government appointed a group of 
us to go mto the whole supply position and to relieve the shippmg 
of some milhons of tons of imports if we could suggest ways of 
domg so The Committee consisted of Lord Curzon (Chairman ) , 
Sir Albert Stanley (Lord Ashfield), President of the Board of Trade , 
Sir Joseph Maclay (Lord Maclay), Shipping Controller , and myself 
We had the assistance of Sir Maurice de Bunsen from the Foreign 
Office, Sir Norman Hill as a shippmg expert, and Sir Hardman 
Lever from the Treasury 

A right understanding of the work of this Comrmttee and of 
the developments that arose from this first effort to deal com- 
prehensively with national supphes requires some reference to the 
earlier history of the matter, and it may be interesting also to 
preface it with something of the men chiefly concerned 

Lord Curzon was the only one of us who had had the opportumty 
of previously reviewmg the case In February, 1916, he had acted 
as Chairman of a Shipping Control Committee, of which Lord 
Farmgdon, Sir T Royden and Sir F W Lewis were the other 
members In their report ten months previously this Committee 
had descnbed the situation as " grave ” and as c^ng “ for imme- 
diate and drastic action,” and they had made recommendations 
which, if they had been acted upon, would have spared us many 
tnbulations They foimd that a large number of cargo steamers 
were still unrequisitioned , they suggested vigorous requisitiomng 
and a vast reduction m the imports of 1916 

The Board of Trade regarded the proposals as impracticable 
but expressed the hope of reducing imports to the extent of 4,000,000 
tons as compared with 1915 Subsequently, however, tlus figure 
was modified to 2,000,000 tons, and, ^ally, the prohibition 
of imports apphed only to between 1,500,000 and 1,800,000 
tons 

This Shipping Control Committee had not specified the reduc- 
tions in terms of the different commodities, and a host of objections 
were lodged against their proposals generally Although, for 
example, at that time there were good stocks of tea, cocoa and coffee 
in the country, the proposal to prohibit their import for three 
months was objected to by the Indian and Colonial Offices A 
multitude of Domimon, diplomatic and other reasons led to a 
weakenmg of the proposed prohibitions even m articles of luxury, 
such as brandy, silks, hats, feathers, and so on. Prohibition of 
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watches was opposed by the Foreign Office on the ground that it 
would injure Switzerlajad. Mats, matting, motor tj^es, cmema- 
tograph ffims, fancy goods, pictures and perfumery were objected 
to on one ground or another, and contmued to be imported Plea- 
sure motor-cars w^e contmued to be brought in durmg 1916 on 
the ground that there was a need for private cars notwithstanding 
the space they occupied From the pomt of view of tonnage it 
IS true that these things occupied a small proportion, but the 
maintenance of them was a fair illustration of the strength of 
the opposition that was encountered, notwithstandmg the growmg 
peril to our food supphes Pubhc opmion would properly have 
resented a curtailment of food imports whilst cargo space was 
contmumg to be occupied by luxunes 

It might perhaps have been claimed with some justice that it 
was not of much use to recommend that so many milhons of tons 
of imports should be dispensed with without specifying m some 
sufficient degree what the imports were that we could manage to 
do without The busmess of the Committee, however, had been 
to make recommendations upon the general policy that ought to 
be pursued, leaving to the Board of Trade and other departments 
concerned the work of translating them into detailed proposals 
From the experience we gained on Curzon’s Committee m January, 
1917, one could understand that there would have been some force 
m such a contention if it had been put forward, for the task of 
formulating proposals for a great and immediate cut m imports was 
very mtncate and difficult , but we foimd that the thmg could 
be done, and it was done 

The response to the proposals of Curzon’s Shipping Committee m 
February, 1916, had been almost ndiculous, and there is no escaping 
the conclusion that the failure to efiect great curtailments was due 
to a lack of determination to do so Objections were nghtly urged 
and needed consideration Some needed to be overruled and 
others could have been surmounted The msigmficant limitation 
of imports had made no matenal efiect upon the situation, so that 
we found ourselves confronted with the same task ten months 
later, m much more straitened circumstances. One thin g was 
obvious whatever the objections might be — departmental, diplo- 
matic, trade or otherwise — ^imports that we could do without had 
to be gone without if the nation was to be fed and sustained m 
its efforts to carry on the war Moreover, it was necessary to 
sjiecify m detail the things that were to be dispensed with and 
what expedients were required to overcome immediate or prospec- 
tive shortages In a task of this kmd Curzon, as our Chairman, had 
one that he is peculiarly fitted to discharge, for he is a man who 
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does not lose sight of big necessities, whilst he takes a debght m 
wrestling with the details which go in the aggr^ate to make up 
the case itself. 

Maclay was a new personahty to most of ns. The selection 
of him for Shipping Controller was one of the signal events of the 
war So far as I know, the circumstances connected with it 
were that at one of our earhest conferences at the War Office, 
Bonar Law — ^who had known him well for a number of years — 
suggested him to the Prime Minister. Lloyd George knew him 
also and welcomed the proposal Maclay was sent for in the 
same prompt way that Fisher was from Sheffield, and withm an 
hour or two of his arrival m town found himself, m spite of his 
own protests, in the position of Dictator of British Shipping 
We knew that he was a great and much respected figure m the 
shippmg world, a man of high integrity and much trusted, but 
most of us, up to then, knew little more of him than this It 
was my good fortune from then onwards to have a great deal to 
do with him He hated display Nothmg would persuade him to 
come mto Parliament, either m the Lords or Commons He had 
tmdertaken the job of Shippmg Controller and he would do it , 
but parliamentary life — No Underneath Maclay’s calm, almost 
bemgn, manner he conceals an unflimclung resolution There is 
much that looks like Scotch stubbornness m it, but I always found 
that " stubbornness " was not the word, for his decisions were 
always foimded upon a reasoned and clear-sighted recogmtion of 
the necessities of the case He knew also who were the axe-gnnders 
in the shipping world — and there were a good many of them, and 
they filled their pockets pretty extensively at national expense 
dunng the war If anyone takes the trouble to look down the 
list of that splendid band of advisers and helpers from the 
shippmg world whom Maclay got round him to help in the 
Mimstry of Shipping, and compares it with the hst of some of the 
best-known names of men promment m shippmg circles, he will 
find some mterestmg and, indeed, sigmficant omissions On several 
occasions, as a matter of mterest m our conversations, I would 
enquire why so-and-so had been selected, or why somebody else 
had not been called in to help, and he always had a good reason 
that never related to any question of personal likes or dislikes 
Apart from his outstandmg Imowledge of his job and determination 
to do it, the most stnkmg fact about him was his choice of men 
to help m the Ministry of Shippmg It was his habit to have 
regular conferences with his chief men, as we did at Munitions, 
and he had a sort of Board Meetmg every morning Sir Thomas 
Royden (Chairman of the Cunard Company), Sir Kenneth 
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lerson (Chairman of the Orient Company), and Sir Fredenck 
(Chairman of the Furness Company) were the expert heads 
I different departments of the work, and they worked with him 
[a Shipping Control Committee. 

1 Three other men also should be referred to at this place. Sir 
Chiozza Money had been appointed Parliamentary Secretary 
[the Ministry of Shipping, and two men more unhke in their 
sition and pomt of view than Maclay and himself it would 
difficult to imagine. As a Mend of both, the evidences of it 
re often qmte frankly discussed with me, but no man had a 
cerer affection and respect for his chief than Money had for 
siclay. The financial side of reqmsitiomng ships, the great scheme 
merchant shipbuilding and the convoy controversy were subjects 
i which Money’s fertile nund rendered most mgemous and valuable 
itnbutions. He was straimng at the leash all the time, but his 
abounded enthusiasm and ingenmty were always m evidence, 
his early and useful memorandum on the financial side of ship 
jfequisitionmg is made use of m these pages 

The Civil Service side of Maclay's Department was organised 
y ty Sir John Anderson, now Civil Chief at the Home Office He 
* came from the Insurance Commission to Maclay, and afterwards 
' to me at the Mimstry of Health, but the most difficult task he 
ever had was as Civil Under-Secretary in Ireland during 1920-1 
He IS not a man who tolerates inefficients in his team, and I remember 
that I was very chagrmed at the time because he managed to get 
hold of Sir J A Salter from the Insurance Commission, whom 
I had been vranting to enrol at Mumtions Salter, hke so many 
other men of his type, had had a great diversity of tasks, and he 
IS now one of the chief assistants on the staff of the League of 
Nations Council, at Geneva 

These men together, with Maclay, orgamsed a department that 
became, with a nummum of fuss and of elaboration, one of the 
most efficient agenaes of the war. 

To return now to Curzon’s Committee 

There were some ways m which relief could be obtamed fairly 
qmckly, and there were others from which httle could be hoped 
for before harvest-time, although afterwards they should become 
increasingly important 

The immediately operative group consisted of — 

1 Makmg a much better use of what Bntish shipping there 
was, and 

2 Reheving our shipping of any dispensable tonnage 
The later class mcluded — 
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1 Obtaining the use of more neutral tonnage and of detamed 
enemy ships , 

2 Increasmg the home production of ships, food and of 
other essential matenals that were a burden on tonnage , and 

3 Increasmg the effectiveness of the measures, offensive and 
defensive, against hostile submarmes 

The Use of Existing British Ships 

Although the prospect was worse than many of us had imagined, 
a full exploration of it afforded some substantial grounds for hope 
On the one hand, from Admiral Jellicoe downwards we were told 
that for some months to come sinkings due to submarine activity 
would be hkely to increase, and might increase very greatly, and 
that we could not look forward to the mcreased effectiveness of 
the defensive and offensive measures against them before July 
On the other hand, a review of the shipping that could be brought 
under the direction of the Ministry of Shipping provided some 
comforting, if starthng information It came in answer to our 
enqmnes as to what shippmg there was on the British Register , 
where it was, and how it was employed ^ 

A report from the Mimstry of Shippmg gave the necessary 
particulars m full detail 

As to requisitioned ships, 

“there were 260 passenger vessels of more than 1,600 gross tonnage under 
requisition, and 2 more under notice, with a total tonnage of 1,278,432 tons Of 
these, 1 78 were employed for Navy or War Office purposes, and the remamder, 
save 9, were allotted to Australian, New Zealand and Indian services 

“ There were 384 cargo vessels, tramps and Imers above 1,600 gross tonnage 
employed for the Navy, 301 for the War Office, and 933 others engaged m 
wheat, sugar, ore, timber and other carnage for Home, Dommion or Allied 
purposes, givmg a total of cargo vessels employed for these purposes of 
1,618, with a total tonnage of 6,121,184 tons " 

Beyond these, however, there were 482 passenger vessels above 
1,600 gross tons free from requisition with a total tonnage of 
2,862,071 tons, and i,oi2 cargo vessels and Imers above 1,600 tons, 
similarly free from requisition, with a total tonnage of 4,143,816 
tons It was surprising to find so large a number of free vessels 
m view of the statement of the President of the Board of Trade 
m the previous November, that 

“ we start this wmter with a shortage which we see no means of filling by 
building, buying or chartering,'^ of a defiaency estimated at 400 steamers of 
4,000 gross tons “ 


^My itahcs 
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No less surprising also was the further comment that 

" this IS the deficit after we have exhausted every civil economy suggested 
to us or thought of by our experts or by Members of the Government and 
the Departments.” 

An analysis of the 482 free passenger hners revealed the fact that 
107 of them were tradmg abroad and not coming to the Umted 
Kingdom at all, and that 87 of these were m the Indian, Chmese 
and Java Seas. A further 309 were on berth in different places, 
of which 259 traded to the United Kmgdom from different parts 
of the world, and 50 did not trade here at all An exammation of 
the 1,012 free cargo vessels, tramps and Imers showed that 103 of 
them did not trade to the Umted Kingdom at all, 496 regularly 
traded to the United Kingdom, and the rest either to neutral 
countries or to foreign, home or Dominion ports, as the case 
might be 

When every allowance had been made for the cargoes of those 
free vessels that traded to the United Kingdom, it was perfectly 
evident that we had here a margin which had by no means been 
fully used But notice was required to bring a vessel into requisi- 
tion, and time must elapse before they could be brought into the 
national service, especially when they were m distant waters. 

The objection urged by some people that the Mmistry of Ship- 
ping would not be able to exercise an effective control over a vast 
number of ships was clearly dictated much more by an objection 
to control at all than by the magnitude of the task itself, for, 
although there were some 20,000 ships on the British Register, 
only 5,000 of them were ocean-going, and of these there were only 
about 3*500 at that date above 1,600 gross tons register, and these 
last alone came into effective consideration There was no question 
of requisitiomng ships that were not required, but it was obvious 
that the management of the ships, so far as their number went, was 
not a task m any way beyond the capacity of the experienced 
men at the Ministry of Shippmg 

We therefore had no difficulty m decidmg — 

I. That distant Imer trades must be reduced , and 
2 That other hnes must be ruthlessly scrapped wherever their 
work IS dispensable or can be undertaken by neutrals whom we 
cannot get for Umted Kingdom trade , 

An additional 50 vessels were immediately requisitioned, and, 
without dipping into the future too far at this pomt, it may be 
mentioned that, by March 20, 1917, 200 extra vessels had been 
requisitioned. 

The financial aspect of this matter was also important. Sir 

VOL. II. B 
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Charles Fielding was appointed by me as the representative of the 
Minis try of Mpmtions on the small body of experts that were told 
oft to consider possible reductions of imports in detail, and it was 
pomted out in a memorandum he submitted that 

•• if we chartered In 1917 the same neutral tonnage for imports as we did 
in 1916 at the rates recently paid on time charter, namely, 47s 6d. a month 
and insurance, we should pay the foreign shipowners about ;{45,ooo,ooo, 
whilst the BftniB amount of imports earned in requisitioned Bnti^ ships 
would cost /ii,ooo,ooo." 

He was very emphatic also that there were 

" suffiaent British ships if they were all pressed into the service to meet the 
needs " 

In this connection comment must be made on the payments 
for requisitioned ships as well as on the profits which some ship- 
owners had been making. In a memorandum submitted by Chiozza 
Money on January 26, 1917, and m which the calculations as to 
profits were confirmed by Salter of the Shippmg Mimstry, and by 
Sir Josiah Stamp of the Inland Revenue, it appeared that, 
dunng the first twenty-six months of the war, apart entirely from 
the profits of the passenger bners, the following table represented 
the profits of tramps and cargo hners — 

Net profit first a6 months of war 
A insurance at pre-war B Insurance at full 

values values 

Ocean tramps, 1,660 . . £135,000,000 .. £116,000,000 

Cargo Imers, 1,108 . . 103,000,000 . . 89,000,000 

It was agreed that the net profits of British shipowners for 

cargo and passenger vessels together up to that time dunng the 

war, after allowing for msurance upon inflated ship values, were 
well over £300,000,000. In addition to this there had been an 
appreciation of capital values of a further £300,000,000, on which, 
of course, no taxation had been paid , and it was demurely remarked 
that 

“ in some cases shipowners have sold out of the shipping trade altogether and 
made great untaxed fortunes.” 

There was, moreover, no hardship m the Blue-book rates under 
reqmsition, for they provided a profit of 12 per cent, after allowing 
insurance at inflated values. At pre-war values it would have been 
30 per cent. The fact that mdividual imtiative and private manage- 
ment may be best adapted to canymg on shippmg in the mterests of 
pnvate trade durmg peace-time — ^as some promment men m the 
shipping world were contmually drum min g mto our ears in very 
stndent tones — ^had nothing whatever to do with the case Many 
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of the ships were being kept busy in distant waters, earning the 
most unholy profits, and giving the nation no manner of help, 
and only compulsory requisitioning could brmg them to our aid 
The fl-larming mcreases in submaxme sinkmgs that took place whilst 
the Committee was sittmg in January, 1917, made it clear enough 
that unless we could mobilise every available ship and exerase th* 
most frugal economy in the use of all that were mobilised, we should 
be reduced to starvation m six months’ time. 

There are some people in the shippmg trade renowned for their 
patnotic fervour and as advocates of the latter-day economy, who 
appeared in those days to have no compunction in keeping their 
ships in distant seas earning prodigious prohts. I often used to 
say then, and I think still, that if the pubhc could have been pro- 
vided with an account of the disposition and earnings of their ships 
m those times of national penl, some owners might have found an 
end on the nearest lamp-post, and there would have been some 
rough justice in it. Their action betokened a sentiment akin to 
that of Foulon there was a real risk that the people might have 
had to " eat grass ” before the harvest. 

Improved Use of Shipping 

Another important contribution made possible through the 
orgamsation and direction of an efficient Shipping Department 
was the better and more scientific use of the shippmg that was 
employed. In this respect the efforts of the Ministry of Shipping 
exceeded our most sangume anticipations We could not escape 
from the loss of carrymg power that arose from ships having to 
take longer voyages m order to escape danger zones, from the loss 
of efficiency that resulted from many of the best seamen having 
been taken for naval purposes, as well as from the circumstance 
that the submarme campaign tended to keep neutrals away and 
prolong the time that ships were kept in ports when submarines 
were reported to be about. Great gams, however, could be effected 
in shortenmg the time of loading and unloadmg and in shortenmg 
some voyages. Desirable as it was to bring the wheat harvest from 
Austraha, its transport, as compared with the carnage of the same 
amount of gram from America, represented an absorption of nearly 
an additional two milhon tons of shippmg. So3ia beans from 
Manchuna must be gone without when corresponding products 
could be obtained from West Africa In addition to this form 
of economy, the powers of the Mimstry to mampulate shipping 
generally had, in effect, as substantial a result almost as the powers 
of reqmsitioning Vessels were taken, for instance, from the coastal 
Chma trade to replace Mesopotamian vessels, and thereby released 
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twenty-five steamships , others were saved by the diversion of 
Uners from distant to nearer waters, although not always to home 
waters A considerable number of vessels were concentrated for 
moving wheat from Archangel, and savmgs were effected in fodder 
and mumtion tonnage. By these and other various devices we 
obtamed collectively a gam of 310 ships by the end of April, apart 
from any new buildmg. 

In the course of a short time the requisitiomng of Bntish shipping 
for practical purposes had been made complete, and British ship- 
owners had become in effect agents of the Government, workmg 
at a limited rate of profit. Apart from the economy m pajnnents 
obtamed in this way, it meant that all the stores required could 
be arranged for and directed by those who had oversight not only 
of Bntish but of Allied requirements In order to secure this 
complete oversight and direction, an Alhed Mantime Transport 
Council was established that worked m association with the 
Ministry of Shippmg, and France and Italy agreed that this body 
should be in charge of all the arrangements for their imports. In 
November, 1916, a Wheat Executive had come mto bemg that 
controlled, for ourselves and for the French and Italian Alhes, 
all the purchases of wheat and cereals, but the Mantime Council 
had control not only over the imports, but of all the shippmg that 
earned them 

A Tonnage Pnonty Committee estabhshed on my suggestion 
by Curzon’s Committee worked under the Chairmanship of Chiozza 
Money, and its work gradually became so extended and refined 
that practically only essential cargoes were brought mto the Umted 
Kingdom. This entailed, unfortunately, the modification of many 
mdustnes and loss of much re-export trade, but just as we found 
when men surrendered their works and goodwill to take up mumtions, 
so, when traders had had the case frankly explamed to them, they 
freely lent their aid to the new scheme of operations, although I 
am sure, with the competition which was even then gomg on m 
distant markets by Japanese, Amencan, Indian and other traders, 
the whole of their busmess mterests was often placed m jeopardy 

Another important contributory cause of rehef was the full 
loadu^ of ships that came to be instituted, so that m relation to 
its tonnage the proportion of imports which the difierent ships 
earned was greatly mcreased. Those who had the opportumty 
of seemg some of the inconung ships crammed to the utmost with 
essential cargoes will realise full well what this mvolved. The 
spectacle was almost comical sometimes, but it was uncommonly 
comforting. 
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A Port and Transit Committee — after confabulations akm to 
those that we had had at Mumtions on the alteration of work- 
shop and trade-umon practices — effected _ a transformation m 
loading and unloading methods which gave us a savmg of time m 
the tummg round of ships which eventually even exceeded Sir 
Norman Hill’s onginal estimate of what might be achieved. In- 
creased rapidity of turmng round and fuller cargoes would not, 
however, have contnbuted sufficiently to seeing us through if 
requisitiomng had not meant the concentration of tonnage upon 
shorter routes. The brmging of every ton of cargo from the nearest 
possible source of supply, meant unfortunately the breakmg 
up of old-established shippmg connections, and the sacrifice, for 
example, of the transport of the cheaper Australian corn m favour 
of cargoes from Archangel and across the Atlantic. 

Drastic and comprehensive as was the exercise of the powers 
of the Mimstry in all these directions, the greatest tnbute, I thmk, 
to Maclay and his men, was that, so far as I know, the management 
of this gigantic busmess was never, either then or afterwards, 
subjected to criticism on any ground of inefficiency , indeed, as I 
said at the begmnmg of tlus review of Maclay's activities, his 
orgamsation was perhaps as efficient as any that came mto operation 
dunng the whole period of the war. 



CHAPTER II 


HOW FAMINE WAS AVERTED 
2 REDUCTION OF IMPORTS 

A Reduction of 6,000,000 Tons necessary — Babington Smith — ^Norman Hill — 
The Cabmet and Voluntary Rationmg — Food Imports — Some Reductions — 
The Heavy Tonnage of Iron Ore and Timber — The Lack of Afforestation 
Pohcy — Other Reductions — Munitions Imports — The Civil Servant Expert — 
Philhps 

T he chief task of Curzon's Committee was to prepare 
a scheme that would secure a big reduction m imports 
dunng the year 1917, as compared with 1916 

Norman Hill, our adviser on tonnage statistics, 
urged that we should provide against a loss of British carrying 
power of 500,000 tons per month at the least 

During the weeks of January, when we were at work, the sub- 
manne smkings of Bntish vessels were as follows — 


Week ending 
January 7 


Ships sunk 

9 

Tonnage 

41,218 

14 


7 

19,733 

21 


17 

93*950 

28 


11 

50.799 


Totals 

44 

205,700 


Dunng the last three months of 1916 the number of vessels 
sunk had been as follows — 

October ... ... 22 

November . . . 27 

December . .... 23 

Von Tirpitz was beginmng to make good his threat. 

We therefore did not hesitate to prepare a scheme providing for a 
reduction of 6,000,000 tons during the year, although it was already 
beginning to appear as very likdy that a reduction even of this 
amount would prove to be msufScient. There was no time to be 
lost, and it also was necessary that some organisation should be 
set up in association with the Ministry of Shipping which would 
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be competent to deal with the case m a scientific and considered 
way from that time onwards as events developed. 

Sir Henry Babington Simth, K C B , undertook the Chairman- 
ship of a strong inter-departmental body that sat from day to day 
with the instruction to report to the Cabinet Committee withm a 
fortnight. They were charged to prepare a detailed scheme for 
effecting the necessary reduction, gomg through the imports m 
detail and acting on certain general principles. Bnefly, these 
pnnciples were — 

1. We must continue to import the necessaries of life for the 
people and thmgs mdispensable to their production, manufacture 
and distribution. 

2. We must continue to import sufficient quantities of things 
necessary for war purposes, so far as they could not be produced 
or were not in adequate stock at home. 

3 Beyond these — ^both from the point of view of supporting 
the Exchange and for providmg employment outside war industnes — 
it was necessary to contmue to import, so far as possible, the raw 
materials of goods manufactured at home and of those exported 

4 Manufactures and matenals not necessary for any of the 
above purposes should be the first to be excluded or reduced. 

In this case, just as we had found in regard to the supply of 
steel, it was necessary to be able to assess the relative importance 
of the claims of the different War Departments and of civilian 
needs, in view of the fact that energetic and forceful War Depart- 
ments might be tempted to msist on some claims which, on examma- 
tion, would be found to be of less consequence than some cmhan 
need In order to secure that m future Maclay might have the 
benefit of cntical advice on such requests for imports as were put 
before him, a strong inter-departmental Priority Committee was 
appomted, and it contmued to function with immense advantage 
to the end of the war. 

In all this work we owed a great deal to Norman Hill’s wide 
knowledge and considered advice. I rather think that from the 
time of the Shippmg Control Committee m February, 1916, he had 
been to some extent a man ciymg m the wilderness, and a prophet 
was never more justified by events than he was. The work he 
had done during the previous ten months saved us much precious 
time, apart from its own intrmsic value 

We had to cut 6,000,000 tons off somewhere. Where was it 
to come from ? 

Until there was some effective control over food consumption 
and distnbution, and until we had some better gmdance as to what 
could be dispensed with, it was clearly impossible to interfere 
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much with food imports The only result of haphazard action 
would have been to force up prices and consequently to hmit the 
supphes of many of those people whose working capacity it was 
of the utmost importance to mamtam 

We stated our behef that the imports of foods and feeding-stuffs 
could be curtailed without allowing the supphes to fall below the 
amounts necessary for health and efficiency if a general system 
of control of the most important of them were established, 
and that this control would be mevitable if a more substantial 
reduction in imports came to be required than we were then 
called upon to budget for. In other words, much more extensive 
machinery than we then possessed for secunng the fair distribution 
of food and for regulating prices would be necessary if the amounts 
that were brought into the country were to be curtailed. 

At that time voluntary meatless days had been instituted, 
and, whatever might be the case with others, the Members of the 
Cabinet were certainly endeavourmg in their private life to set 
a good example There will be something to say about these 
meatless days m a later chapter, but most people, I thmk, 
even then, were beginmng to find out what a lot of thmgs they 
could do without if they tned, and there was no more enthusiastic 
advocate and practitioner of the strictest abstmence in those pre- 
ratiomng days than the King himself. From that time, and for 
more than a year afterwards, the subject of meals provided a more 
regular and interesting topic of conversation than the weather, 
and in comparing notes with one another as to the value of different 
foods, many of us found that Bntish cookery had contrived to m- 
vest some of the most important foods with a singular lack of rehsh 
Supplies of Canadian tinned salmon, 1 remember, were abundant 
just then, and Walter Long was a doughty champion of their 
value I remember that one day Balfour was very distressed at 
this because for the first time he had had some the day before, 
and found it thoroughly distasteful and umnteresting. Lloyd 
George tried to console him with the reflection that he himself 
had had tinned salmon m France, and had found it dished up m 
a very appetising form. Balfour acknowledged that there might 
be some possibihty of rehef m this consideration, but, so far as he 
was concerned, he seemed to have had it dished up m all its 
primitive and distasteful simphcity. 

So far as curtailments of food imports were possible, further 
reduction of the materials used m distilleries and for brewing 
was mevitable, but it is not necessary to add anything on that 
matter to what was said in the chapter on explosives m the first 
volume. We felt compelled also, though with much reluctance. 
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to take advantage of one group of food-stuffs that gave a useful 
opening Oranges, onions, bananas and apples collectively ac- 
counted for 750,000 tons of imports, and other frmts and vegetables, 
including grapes, tomatoes, etc., brought up the imports of this 
class of food to about a milli on tons per annum Valuable as 
they were, we had to effect substantial reductions here We could 
certainly grow the onions at home and a good many of the vegetables. 
We allowed the bitter oranges for marmalade under hcence for 
a time, but most of the other articles m this class were greatly 
curtailed 

There were two years’ stocks of brandy in the country, four 
years’ stocks of rum, and four and a half months’ stocks of tea, 
so that it was an easy matter to impose limitations upon these 
and other articles of which we had good stocks , but good stocks, 
unfortunately, were few m number. The sugar stocks were very 
bad and imports of sugar urgently needed to be increased rather 
than dimmished, and it was important that the Food Controller 
should not allow it to continue to be used as freely as it was 
for makmg sweets, and we emphasised the necessity of taking 
measures for ensuring a more even distribution of sugar 

When imports, other than food, were reviewed, we were con- 
fronted by the fact that the imports of 1916 were almost identical 
in tonnage with those of 1915 It afforded a striking commentary 
upon the poor response that had been made to the requests of 
the Committee of the previous February, although increases m 
mumtions tonnage had displaced many others 

The following table for the two years indicates the problem in 
bulk with which the Committee was confronted — 

Imports 

ABC 

Raw matenals and Articles manufac- 

Food, dnnk and articles unmanu- tured or mainly 

tobacco factured manufactured 

1915 Tons . 16,700,000 . . 22,400,000 . 3,600,000 

1916 » . . 15,600,000 . . 22,500,000 . . 3,500,000 

It IS impossible to overstate the penl that arose from our 
excessive dependence upon overseas supplies of timber and iron 
ore Out of the 26 milhon tons of the imports in Classes B and C 
of the foregoing table, iron ore and timber accounted for 14 milhons, 
and if the requisitions for them could have been met m 1917, 
they would have amounted to 15 milhons They absorbed, there- 
fore, more than half the tonnage out of which we were to get most 
of our reduction of 6 milhon tons 

Our excessive dependence upon imported iron ores has already 
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been referred to,» but, in January, 1917, notwithstanding submarine 
smkingsandour diminished tonnage, we were bringing 55o»oootons 
a month of iron ore from the Bay of Biscay and the Mediterranean, 
as wdl as 50,000 tons from Scandmavian countries. Who can 
pay sufficient tribute to the seamen who continued without inter- 
mission to bring it to our shores notwithstanding the risks and the 
circuitous and difficult vo5^ages they had to make ? We wanted to 
reduce this tonnage — and, indeed, to some extent it was reduced 
but a contrary necessity pressed hard upon us. An enormous 
increase in merchant shipbuilding was essential, and this meant 
iron and steel m increased quantities. The steel and iron trades 
did wonders, but how maddemng it was to know that whilst 
we wanted all this extra steel, we had at home immense deposits 
of ore ready for use, but that our iron and steel works were not 
sufficiently adapted for their utilisation. 

The case of timber, in many respects, was even worse. Although, 
later on, as Minister of Reconstruction, I secured the preparation 
and adoption of a great scheme of home afforestation, it is dis- 
heartemng to know now (m the autumn of 1923) that the dictates 
of what IS called " economy ” have cut down the proposals to an 
almost negligible fraction of what they were, although, at the 
best, they would not have enabled us to meet our bare necessities 
for a long time to come. It seems to be almost impossible to 
persuade oar feUow-countrymen, under the influence of the modern 
sensational Press, to take long views and to stick to them. It is true 
that it would not be until our grandchildren's time, or perhaps 
our great-grandchildren's time, that the public money spent upon 
afforestation would be repaid m cash ; but long before that in 
useful labour and in priceless development it would have com- 
pensated us 

The position, then, was that, whilst the importation of furmture 
and hardwoods had been triflmg, nearly 6J million tons of imports 
in 1916 had been taken up by pit-wood and sawn timber, of which 
the pit-wood imports amounted to about 2 million tons. At 
the same time we were authoritatively informed that 

" there ie'plenty of timber In the woods of the Umted Kingdom and France 
to supply all needs for several years if It can be extracted," 

and the Board of Agriculture told us that, so far as pit-wood went, 
the woods of the Umted Kingdom contained sufficient for years’ 
complete supply " without trenching seriously upon the capital of 
the woods,” As things were, therefore, it was possible to save 

1 Volume I, Chap X. 
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much timber toonage by increasing the supply of home-grown 
tunber if effective steps were taken to do so. Enquiry showed 
Ithat the necessary steps resolved themselves mainly mto three : 
labour supply, proper facilities for transport, and sawing machmery. 
The absence of any national afforestation pohcy in the past had 
been followed by a deficiency in aU these three respects apart 
from the increasing difficulty in 1917 of obtaining men for any 
purpose. A number of recommendations, therefore, were made 
and adopted by the Cabmet which led to the institution of those 
timber organisations that operated during the last two years of 
the war and to which we were indebted for immense rehef m respect 
of tonnage The rehef obtained steadily increased, and amounted 
to 4 milhon tons in the last year of the war. 

One of the bulkiest of the imports, after iron ore and timber, 
was paper-making material, of which more than a milli on and 
a quarter tons had been imported in the previous year. This, 
however, was one of the few commodities in which there had been 
a substantial cut in imports during 1916, thanks to the good organ- 
isation of the trade and to the sympathetic and patnotic co-operation 
of the Newspaper Proprietors’ Association. Nevertheless, another 
substantial contnbution was obtained from this source. 

So far as manufactured articles were concerned, the Committee 
had to act with a heavy hand, espeaally with regard to anythmg 
that could fairly be called a luxury article. We had before us all 
the objections that had previously been made, but we recom- 
mended even more drastic prohibitions or curtailments than ever, 
adding that 

" we fully realise that the proposed restrictions will raise difficult questions 
with our Dominions, our Allies and some of the neutrals, and will, when 
carried into [effect, assail, and possibly even for the time being destroy, a 
number of mdustrial interests in this country and abroad We feel, how- 
ever, that in no other way can the available amount of tonnage now so 
seriously reduced be made to meet the necessary demands upon it *' 

The Colonial Office and the Foreign Office put the case frankly 
and fully before the Domuuons, our Alhes and the neutrals 
concerned, and the readmess with which they obtained their 
acknowledgment of the need was only further evidence of what 
might have been done months before if the ca#e had been handled 
with decision 

Finally, a programme of reduction amountmg to 500,000 tons 
per month was arranged for, apart from what could be effected m 
the heavy imports classified under mumtions 

Before referring to mumtions, however, it may be mterestmg 
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to comment upon one or two other points that emerged. In 
igi6'there were i6^,ooo more cattle m the Umted Kingdom than 
m 1914, and an increased proportion of meat from our home-grown 
supplies was entirely practicable. Norman Hill pomted out 
that it requires from 10 to 15 pounds of imported feedmg- 
stuffs to produce a pound of beef, and from 4 to 5 pounds to pro- 
duce a pound of pork He showed also that if men were made 
available to mcrease the loading and discharging speed of existing 
ships by 10 per cent., the labour of each man would represent a 
saving m tonnage of 130 tons , that the labour of each additional 
man employed in fellmg pit-props would save 100 tons, and in 
new shipbmldmg 30 tons. But it was rather disappomtmg to 
find that one additional man employed m food production at 
home would only save the eqmvalent of 8 tons 

The general headmg “ Mimitions " included a large pro- 
portion of our non-food imports, although most of it consisted of 
raw materials formerly used for peace-time industry, but now 
turned to war purposes A detailed overhaulmg of munition 
tonnage was therefore essential Each department was mstructed 
to go into the figures, and Fieldmg was made the collecting 
centre for all reports Moir, as the head of the American and 
Transport Department, and Sir Burton Chadwick, his deputy 
for overseas transport, had to put aside every other duty for 
the time bemg to see what could be achieved towards 
reduction. 

The tonnage genercilly classified as mumtions amounted to 
1,250,000 tons per month, but the proposals already drawn up 
to meet the programme of 1917 contemplated increases amountmg 
to more than 200,000 tons per month Out of the great total 
figures, however, fimshed mumtions of all kmds did not amount 
to more than 230,000 tons per month Iron ore, metals and 
pyntes represented about 900,000 tons each month The great 
production of sulphunc acid for explosives required 80,000 tons 
a month of pyntes, and we could not reduce it South and 
Central Amenca also sent us 50,000 tons a month, chiefly of 
mtrate, copper and antimony, and India 49,000 tons, chiefly 
manganese ore. In view of these immense shipments, it was 
encouraging to find that, even dunng the preceding ten months 
of the submanne campaign, we had brought m more than 12,000,000 
tons with losses of all kmds by submarme and other hostile action 
only amountmg to about 360,000 tons, or 3 per cent. The im- 
ports from the Umted States and Canada at that time amounted 
to about 350,000 tons per month, of which 100,000 was Canadian. 
By far the heaviest items m this Transatlantic mumtion tonnage 
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were shell steel in various forms, pig-iron and finished shells 
The number of complete rounds of ammumtion obtained from over- 
seas by that time had fallen to an insigmficant percentage of the 
home output, and we were able to effect the greatest proportionate 
reduction m our American and Canadian imports in the finished 
components of ammumtion. The programme at that time antic 
pated that by the month of April the tonnage from Umted States 
and Canadian sources would exceed 400,000. The amount, how- 
ever, by one means or another was reduced 100,000 tons In 
the aggregate, whilst the estimates for mumtions tonnage dunng 
1917 had contemplated a total import of an average of nearly 
1,500,000 tons a month, the figures were cut down all told to an 
average of 1,200,000 tons This %ure was only a small saving 
on what had been imported dunng 1916, but, seeing that the year 
1917 was accompamed by an enormous groivth of the mumtions 
output even over 1916, as well as by a great programme of 
merchant shipbuildmg and of the provision of heavy transport, 
any reduction at all on the previous year’s figures was more 
than any of us expected to obtain at the beginning of 
1917 

This import restnction work brought one of the most striking 
instances that came to my knowledge throughout the war of the 
adaptability of the best men in the Civil Service to new tasks. Mr. 
C J Philhps had had the usual round of work in different Govern- 
ment offices, and he had been brought into the Mumtions Depart- 
ment (I beheve by Sir Philip Hanson) to help m the Contracts 
Branch and had come to be placed in charge of shippmg and other 
questions arising out of contracts placed in the Umted States 
He proved himself so expert an enthusiast on tonnage questions 
that he was appomted Deputy Director of the Overseas Trans- 
port Department, and it was in that capacity that I first came 
m personal contact with him as Minister. Qmet and unassuming, 
but efficient to his fingers’ ends, he may well wish, if he should 
come to read it, that this paragraph had not been written , but 
very soon every one of us found PhiUips to be a rehable ency- 
clopaedia upon all tonnage questions, coupled with an uncanny 
but qmet efficiency m action. Afterwards, when I went to the 
Ministry of Reconstruction and the change over from munitions 
to commercial tonnage that would come into operation at the 
conclusion of hostilities was bemg worked out, I made great efforts 
to get hold of Phillips to take charge of it ; but he had then gone, 
as a tonnage expert, with Balfour’s mission to the Umted States, 
and Balfour and the Foreign Office would not part with him on 
any account. More than one busmess man said to me that, if 
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possible, after the war, he should try and induce PhiUips to leave 
the Civil Service and to join him. For the sake of their busi- 
ness one could wish them success , for the good of the Civil 
Service I am glad that he has turned a deaf ear to many 
tempting offers. 



CHAPTER III 


HOW FAMINE WAS AVERTED 
3 INCREASED PRODUCTION AT HOME 

The Decline In Shipbuilding — Big Programme — Geddes Appointed — ^Milner's Work 
— Some Results — New Iron-ore Scheme — ^Hunter and his Men — Harmful 
Influence of Excess Profits Duty — Timber — Food Production — The Small 
Cultivator — ^Work of Lee — Some Results 

T he directions in which increased production at home 
could reinforce supplies reqmred no discovery They 
stared us in the face. They had done so for a long 
time , and the nerveless handhng of the problems 
involved had done much to determine many men, myself for one, 
to give support to a change of Government that promised more 
resolute action 

Increased home production of ships, of food and of timber were 
obviously needed, and if we could still further adapt or create 
steel-works to utilize more native ore and thereby help to meet 
the ever-growmg steel requirements without adding to importa- 
tion, It ought to be done In none of these thmgs was it any use 
contenting ourselves with the sort of querulous statement of the 
obvious that characterised Runciman’s November memorandum 
Definite, considered, organised and determmed effort was called 
for. 


Shipbuildinq 


The first two years of the war had seen an astonishing dechne 
in the construction of merchant ships The gross tonnage of 
merchant ships launched in the Umted Kmgdom m the four years 
ending December, 1916, had been as follows — 


Year 

1913 

1914 

1915 

igi6 


Gross tons 

1.919.578 

1.674.358 

648,629 

607,907 


Some explanation of the dechne is afforded by the fact that 
the Admiralty required extensive shipbuilding for making good 
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naval losses and for the construction of new vessels, especially 
of the smaller and swifter craft and of the submarines that were 
shown to be necessary. Until the submarine campaign began to 
show itself, one can well understand also that the importance of 
keepmg up merchant shipbuildmg to somethmg like the 1914 
level had not been fully appreciated. Moreover, the Admirsdty 
IS never backward m making its claims, and m the early days 
of the war it had the reinforcement of Churchill’s powerful per- 
sonahty m the Cabinet. 

Only 59 British ships were sunk m 1914, but in 1915 the 
number rose to 242, with a loss of more than a miUion tons, and 
our Alhes and neutrals lost other 250 vessels Whatever excuse 
may be pleaded for the fall in construction durmg 1915, it was 
obvious, long before the end of that year, that the time had passed 
when such a low standard of merchant shipbuildmg should be 
permitted to continue. But the further declme in 1916 was only 
another mdication of the utter lack of foresight and courage that 
had characterised the handhng of merchant shipping problems 
durmg that penod. It is true that shipbuilding was under the 
Admiralty, but it was for the President of the Board of Trade 
to be the alert and aggressive custodian of the vital interests of 
overseas supplies and of the Mercantile Marme The reports 
of Maclay’s Department and the work of Curzon’s Committee 
made the necessity of much more shipbuilding more mamfest 
than ever The Shipping Controller at the Admiralty had a trade 
Shipbuilding Committee to assist him, but naval needs had hitherto 
dominated the situation, and there was on his flank also a very 
active and efficient War Office Inland Transport Department, 
under General Goddard, responsible for the provision of lighters, 
barges and other water transport necessary for the different armies 

By April, 1917, the Shippmg Controller had worked the 
merchant shipbuildmg programme up to a rate of about a milhon 
tons a year He was makmg heroic efforts , but I, myself, was 
soon convmced that it was a problem akin to many of which we 
had had so much expenence at Mumtions A shortage of work- 
men, difficulties in getting steel amid the clamorous demands 
of War Departments (of which Mumtions were admittedly the 
greediest), meant that merchant shipbuildmg was not getting that 
determined and authoritative support it needed On April 23, 
therefore, I brought forward a proposal that a big programme, 
workmg, ultimately, up to a 3,000,000-ton programme, should 
be adopted. It imght not be possible to reach this great figure, 
but at all events something vastly greater than what we were 
then doing was vital. I need scarcely say that Lloyd George 
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became enthusiastic over a suggestion of this kind, and the pro- 
posal m principle was adopted. Before any decision was come to, 
an mterview was held with the Shipbuildmg Committee It was 
a strong body contammg some of the most experienced shipbuilders 
in the country, but I confess we were a good deal disappomted 
at the lack of gnp that they seemed to have over the situation 
Perhaps the real explanation was that they had not had sufficient 
power to get things done and if there had been the same drive 
behind them as there was at the Admiralty for naval purposes 
and at Mumtions for their purposes, more would have been accom- 
phshed I therefore suggested to Lloyd George that he should take 
Geddes from the control of the Transport Department in France, 
as it was then in good workmg order, and make him Controller 
of Shipbuildmg, Merchant as well as Naval Divided responsibility 
m the construction of the same class of goods only resulted in friction 
and delays The suggestion, I am afraid, was not very acceptable 
in some quarters of the Admiralty, but Carson was not the man 
to let departmental considerations have more than their fair share 
of weight, and Geddes was recalled from France and appointed 
to the task 

One result of the consequent increased demand for steel 
was to intensify the duel between those who wanted men for the 
steel-works, and the Army who wanted men for the field The 
shipbuilding yards also, hke the steel-works, would reqmre many 
additional thousands of men Where were they to come from ? 
Whatever was proposed, these two problems — men and steel — 
always cropped up immediately By that time, however, we 
had become so accustomed to the confrontation of the “impos- 
sible ” that to boggle at an enterpnse on that account would have 
been foohsh But the difficulties could not be avoided or under- 
rated They were horrible and always present. The longer, 
however, one’s expenence became, the more cheering were the 
surprises as to what we could do if we really “ put our backs 
into It ’’ 

After Geddes became First Lord of the Admiralty, he was 
succeeded by Lord Pime and Sir Alan Anderson as Controllers 
of Shipbuilding Sir Robert Home also was brought at that 
time to assist as Director of Materials and Priority 

Lord Milner, after his return from Russia, was the War Cabinet 
Minister to whom the difficult and thankless task was allotted of 
dealmg with the many inter-departmental conflicts that ensued, 
and the most tantalising amongst them was the conflictmg claims 
of the shipyards for labour and the Army for men It was a 
favourite device of the War Cabmet to saddle Milner with tasks 
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of this sort, but the reason was that he was so grandly efficient 
and had such well-balanced constructive faculties that he stood 
out as the man for the work 

The new shipbuilding programme required 80,000 additional 
men for the shipyards, but they were not forthcommg After an 
mfimty of struggle, notwithstandmg the grave needs of the Army 
for men, mstructions were given in January, 1918, that 20,000 
skilled and semi-skilled men must be released from the Army 
for shipbuildmg Macready, as Adjutant-General, was in as diffi- 
cult a position as the rest of us At that very time he had been 
instructed that gauge-makers, chemists and steel-workers must 
be released for mumtions, and now he had to find a great batch 
for the shipyards, notwithstanding that for a long time previously 
men employed m the shipyards had been exempted from recrmt- 
ment Up to April, 1918, when the new shipbuilding work had 
been m full swing for ten months, only 32,000 of the original 
80,000 had been forthcoming, and of the 20,000 ordered to be 
released from the services four months previously, less than 6,000 
had been obtamed It was nobody’s fault It was just the 
inevitable clash of war demands primarily arising from a shortage 
of man-power for all the purposes for which men were needed 
Nevertheless the progress of the merchant shipbuilding effort 
was very splendid and may best be represented in a table that 
brings it up to June, 1918, when new shipbuilding had, at last, 
overtaken submarine losses 


Ships launched dunng 
the twelve months 
ending 
May, 1917 
June 
July 
August 
September 
October 
November 
December 
January, 1918 
February 
March 
April 
May 


Gross tons 
773. 1 16 
833.863 

865,147 

928,470 

957.185 

1.045.036 

1.133.336 
1.163.474 
1.173,953 
1.194.540 
1.237.515 

1.279.337 

1,406,838 


It was another illustration, of which the war supphed so 
many, of what energy could accomphsh, notwithstandmg an 
abnormal dissipation of men, material and orgamsation 

The Umted States threw itself heartily mto a new shipbuildmg 
programme, but, notwithstandmg their immense resources, they 
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had, if possible, more disappomtments m the early stages than 
we had ourselves, although it should be remembered that they 
were not furmshed at the begmnmg with as great a body of 
experienced men and of shipbuildmg facihties as we were Five 
milhon tons of new shippmg — British, neutral and Alhed — ^were 
added to the mercantile navies of the world m the year igiSTas 
against about half that amount m the preceding year, and the 
increase was mainly due to the United States and ourselves The 
shipbuilding programme of the Umted States did not reach its 
maximum until after the war was concluded, and in 1919 they 
added nearly 4,000,000 tons of new shipping to their register 
It was a grand achievement , but it provided them, as I remember 
Maclay often prophesied it would, with an embarrassing recon- 
struction problem Indeed, he often predicted m 1918 that withm 
two years of the conclusion of the war there would be a vast 
surplus of shipping, and he proved to be as correct m this as in 
his other forecasts 

The importance of new shipbuilding should not lead us to 
overlook the immense repair work that was continually going 
on The extent of it may be gathered from the fact that durmg 
the last month of the war 725 vessels, with a gross tonnage of 
nearly 2J million tons, were repaired and returned to service, and 
during the last fifteen months of the war the tonnage repaired 
and returned to service had exceeded 30,000,000 

Another reinforcement of our shipping was obtained after 
the entry of America into the war by agreements made with 
neutrals that gave us the command of much of their tonnage, and 
the interned German and Austrian ships provided another wmd- 
fall which helped to see things through 

When criticisms began to arise after the war, it was common 
in Parhament for certam wiseacres to be derisive over the " stand- 
ard ships,” but the output could not have been mcreased as it 
was, alongside the great shortages of men and material, if there 
had not been an mcreasmg degree of standardisation In our 
necessities there were extensive experiments m buildmg cement 
ships, but they failed somehow to make good We were glad, 
however, m those days to get ships of any matenal 

The contributions of the Donumons will be de^t with separately, 
but mention ought to be made at this place of the valuable 
effort that Canada made m shipbuilding At the request of the 
Ministry of Shipping, the Imperial Mumtions Board m Canada, 
under Sir Joseph Flavelle, Bart , organised an Eastern Shipbuilding 
Section under Colonel W Gear, of Montreal, which finally gave 
us 42 steel ships of an average capacity of about 5,000 tons , and 
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m Bntish Columbia, under Mr. R. P. Butchart, they set about the 
provision of yards capable of turning out wooden vessels, and 
from this source we ultimately obtamed a reinforcement of 46 
further ships of an average tonnage of a httle less than 4>ooo tons 
apiece. 

Iron Ore— Timber— Food 

A bnef summary of the efforts made during 1917 and 1918 
to increase the home production of iron ore, timber and food 
must suffice, although each one of them brmgs up issues that 
profoundly affect national policy, and the story of each is worthy 
of a treatise by those competent to wnte it 

Iron Ore. — So far as we were concerned at Munitions, we could 
only try to add to the production of home ore beyond what had 
already been projected. After the usual prelimmary exploration, 
I proposed to the Cabinet, on February 20, that I should receive 
authority to try and carry through a scheme still further to in- 
crease our production of home ore by 200,000 tons a month if 
possible At the best we could not reach a figure of that kind 
for a long time, and it would reqmre a tremendous push anyhow, 
considering the enormous difficulty of obtaimng labour and the 
necessary adaptations at the different works 

I sh^ never forget the interview with Hunter when I went 
across to the department after this meeting of the Cabinet and 
announced the project He was in one of his most magmficently 
stohd moods, and the mterview was so entertaimng, but so grati- 
fying, that it occupies quite a large space in the diary notes It 
may, I think, fairly be paraphrased in a dialogue form. After 
the proposal had been set out to him — 

H — Is this, then, to be additional to what we have already 
been committed to 

CA — ^Yes, or at least 200,000 a month above the maximum 
output m 1916 
H — I see 

C A — It IS a tall order 
H — Do you really think it can be done ? 

C A — It has got to be done if we are to produce the steel and 
at the same time there is to be shipping enough to feed the people 
H — ^Do you mean we cannot mcrease the amount of ore that 
IS now being brought in, and which is already insufficient ? 

C A. — Yes, I mean that. If we can reduce the import we 
must. 

H — How soon have we got to get up to this increased rate ? 

C A — ^As soon as possible What about six months ? 
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H. — ^Where axe we to get the men from ? 

C.A. — I don’t know. We shall have to do the best we can 

H —We have got to make bncks without straw Is that it ? 
4 * CA.— If any men can do it your men can. I suggest you 
your people together, talk it over, arrange a meetmg with 
|he ironmasters, and, as soon as you are ready— to-day, to-morrow 
tor any time — ^we can discuss your plans. 

H. (gets up, smiles, shrugs his shoulders) — ^You will hear 
from me later. Doctor. 

Hunter and his men had a dreadful task set them Mr. F. L. 
McLeod, who dealt with the distribution of the iron-ore imports, 
was already faced with a shortage of from 50,000 to 100,000 tons 
a month for what the works then reqmred, and his daily puzzle 
was to keep everybody gomg, to get the ships through the danger 
zone to what ports he could, and to persuade the railway people 
to add this extra inland transport to their other difficulties 
How he managed durmg these and the following months I could 
never make out , but he did somehow, and he was quiet and un- 
ruffled all the time Hunter, McLeod and others spent several 
hours with me during the following days Mr Frank Merricks, 
their miTiing engineer, was often there, and Dr Hatch, who dealt 
with the home production of iron ore and hmestone, and some- 
times those two very cheery men, Mr A K Reece and Mr. C G 
Atha, who were responsible for the increased production of basic 
pig-iron 

Within three days their plans were sufficiently advanced for 
us to discuss the position with the ironmasters By agreement 
with them a special organisation was set up to lay bare additional 
quantities of ore, and Mr Tom McAlpme, a son of Sir Robert 
McAlpme, the contractor, was brought in to direct this part of 
the work Hunter said that he thought he was “ the best muck- 
shifter m England ” He certainly joined a team which on the 
whole did wonders in view of the desperate situation that we 
were m 

We had the most trouble in a Midland district, and it was 
amazing to find that even at that late time m the war wages of 
sixpence an hour were being paid to some labourers One firm, 
whose pohtical sagacity appeared to be on a level with their enter- 
pnse, suggested that we ought to mobihse the German pnsoners 
to come and do it I had, of course, no objection to mobilising 
the German prisoners — ^there was every reason why we should — 
but it would never do to bung them into a district where they 
were bemg imported to bolster up a wage rate of sixpence an hour 

Parenthetically, it may be noted that this endeavour to in- 
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crease the output of u’on ore provided us with a forcible illustra- 
tion of the in]unous effects of that form of taxation of which the 
Mumtions Levy and the Excess Profits Duty were the expression 
It was necessary enough m all conscience to adopt expedients 
to prevent people making unreasonable profits out of national 
necessities, but for my part, on such occasions as I had an oppor- 
tumty, from first to last, I objected to this way of domg it We 
discovered some better ways for ourselves in Mumtions These 
taxes brought in a lot of money, but they did more to promote 
extravagance and as much to force up prices as the war scarcity 
itself The effect of the duties m the Cumberland iron-ore district, 
where the high-grade hematite is produced, was a very cruel one 
The management of the mines co-operated with us with a splendid 
patriotism, but more than once they pointed out to me the effect 
of this extra effort in such terms as these — 

" We are domg o\ir best to help, and we shall put our backs into it, you 
may be sure But there is no getting away from the fact that this is a pretty 
cruel proposal as far as we are concerned What are you askmg us to do ? 
These deposits, as you know, are limited , we have purchased rights over 
certain ore-fields, and our shareholders have found the money We are 
now to go ahead and extract this ore in enormously increased quantities, and 
neither we nor our shareholders are gomg to get anjrthmg out of it, whilst 
our capital is thus bemg dramed away ’’ 

It was a fair statement and nothing could have better illustrated 
the mischievous effects of this kind of taxation on enterprises of 
this sort I am quite sure that it did not dimimsh m any degree 
the effort to extract more ore, but it was in fact a reduction of 
their stock, and, human nature being what it is, one could not fail 
to reahse that they were bemg asked to do a thing that was unfair 

This great adventure of increased iron-ore production m 1917 
could only have been justified if we had not been led to think from 
our previous experiences that, even at that late stage of the war, 
and with the man scarcity as it was, we should not quail at any- 
thing if sufficient energy, brains and management were put into it 

The subsequent story need not delay us It was akin to the 
story of many other efforts, only more difficult than some owmg to 
its great demands on man-power By 1918 we had increased the 
annual output of home iron ore over that of 1916 by 2,000,000 tons 
— a figure that was not very far short of that which I suggested 
to the Cabinet in February, 1917 

Timber — ^What apphed to iron ore applied to timber The 
obtaimng of timber, hke so many other things that appear so simple 
to people who are accustomed to describe the agricultural labourer 
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as an unskilled worker, would have been utterly impossible unless 
the department had been able to import skilled Canadian lumber- 
men to augment our own labour supplies The tragic feature of the 
situation was that, owing to the complete absence of any afforesta- 
tion pohcy m the past, the timber available was scattered in so 
many districts m small amounts and difficult to handle, and the 
results of cutting much of it were desolatmg to many of our land- 
scapes Nevertheless, during 1918 the home production of pit- 
wood had increased 1,000,000 tons over that of 1916, and the 
production of British timber accounted for 2,000,000 tons of what 
otherwise would have had to be imported The extra production 
of timber at home, coupled with the extensive felling for the armies 
m France and a general economy in use, relieved our shippmg of 
4,000,000 tons of imports during the last year of the war 

Home Food Production - -The tale of the increased production 
of food at home during the years 1917 and 1918 would provide a 
subject for an epic It marked a fine achievement by the 
farmers, but above all it was the justification and triumph of the 
small cultivator The demand for allotments that had met with 
steady but slender success through a long senes of years found the 
bamers down before it m a national emergency, and tens of thou- 
sands of men and women had their first opportunity of producing 
a little food for themselves Their numbers, it is true, must be 
discoiuited by war enthusiasm, but the multitude of them that 
remain even in this time of reaction marks an advance such as a 
generation of agitation m times of peace might not have achieved 
The land hunger, too, was just as keen with the men then serving 
with the Colours, and the failure to give effect to it is one of the 
most mstructive, if disappomting, stones of recent unhappy years 
At the time the frank statement of the Pnme Minister in Parlia- 
ment 1 and the other revelations of the perilous position with which 
we were faced gave the movement a greater impetus than anythmg 
else could have done Here was a patnotic service that could be 
rendered by many men, women, and indeed children, all over the 
country, who had been thirstmg to make some defimte and direct 
contribution to our war needs The waste places of our land 
were made to yield their increase as never before 

The rehef to the tonnage situation was not by the mcreased 
growth of corn only , the addition to family supplies of potatoes and 
vegetables gave Rhondda a confidence in imposmg his restnctions 
that he often talked about, and without which he would have hesi- 
tated to make some of his orders 

The appomtment of Lord Lee as Director of Food Production 
^ February 23, 1917 
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was a thoroughly good one. Somehow at Munitions he did not 
seem' to have had the scope he wanted Perhaps it was that he 
came into it after the character of its organisation had become 
determined, but he was over-disposed, I used to think, to take sides, 
and did not in consequence acquire that influence m our councils 
which he might have had However that may be, he did great work 
as head of the Food Production Department A httle ginger was 
certainly not out of place m the Board of Agriculture, and he 
supphed It 

With the change of Government, Mr Prothero(LordErnle)and Sir 
Charles Bathurst (Lord Bledisloe) had been appomted to the Board of 
Agnculture, and it would be difficult to find two men m the country 
who knew more about the requirements of scientific and progressive 
agriculture In times of peace two men of their t3q>e, with a deter- 
mined Government to back them, might do much for British agri- 
cultural methods, but in war-time many of the things that needed 
treatment, and that they wished to develop, had to stand over 
How it came about that the Board of Agriculture (except perhaps 
in Its Botamcal Research side) up till then had been the most un- 
imagmative and dull amongst Government offices is probably the 
result of two different but convergent influences The panacea of 
Protection had loomed too large and too long on the horizon as the 
sovereign remedy for agricultural ills One might have thought 
that the General Election of 1906 would have taught the most duU- 
witted that the British people would not have taxes on food, but 
the frame of mind that a long dependence on this form of State aid 
had induced served to reinforce the other cause that had led to our 
havmg a Board of Agriculture which was a by-word amongst Govern- 
ment departments The other cause arises from the fact that 
people whose thoughts and mterests are concentrated on rural 
matters are necessarily slow to move and to adopt new methods 
It is an outstanding feature of British agricultunsts , and, coupled 
with the longing for the outside remedy of Protection, goes far to 
account for the lack of readiness to take up new methods of self- 
help which IS so strikmg a drawback amongst land cultivators 
Coming, as Lee did, from the Ministry of Munitions, where all was 
bustle and drive and where the adoption of new expedients and new 
methods to meet pressmg demands was the breath of life to the 
department, he had good cause for fretting and fummg , but it 
only sigmfied that he had so much the greater opportumty. He 
made good use of it His energy and determination were remorse- 
less I used to laugh at him sometimes because he called himself a 
Tory A tyrant of Sociahsm would be an apter description of his 
temper and methods in those days His favourite expression in 




I [ii R r H()\ I (>i i> I 1 1 




THE FAMINE DANGER AND HOME PRODUCTION 41 

describing the exponents of the old-fashioned Conservative view of 
agricultural methods was to class them as the " mandanns ” That 
view was not without representation m the Cabmet, and more than 
once Lee fell foul of it It was not to be expected that compulsory 
cultivation orders would always result m the local representative 
choosmg the most smtable field, and, as in everythmg else, when a 
blunder was made, we were not slow to hear about it. The sur- 
prismg thing was that we did not hear of more imstakes, and it 
spoke well of the staff Lee got together, both at headquarters and 
in the country, that we did not. The movement suffered a dis- 
advantage by beginmng in the spnng of 1917, as it had missed the 
time for the great bulk of the wheat that could be sown for that 
year, so that the home acreage under wheat m 1917 was sub- 
stantiallj' the same as m 1916, but in the spring corn — barley and 
oats — ^an additional 700,000 acres were brought under cultivation 

The full effect of the movement upon wheat-growmg did not 
appear until the harvest of 1918, when there were 740,000 additional 
acres under wheat and a trifle over 1,000,000 acres more under 
barley, oats and rye than in 1916 This increase of corn, together 
with the additional felling of timber, marked the greatest con- 
tnbutions by far to the rehef of importation that resulted from 
efforts at home 

The most significant increase m food production was perhaps 
m the case of potatoes, of which an additional 250,000 acres were 
cultivated in 1918 as compared with 1916 The small cultivator 
was pre-emment as a contnbutor here, and there were thousands 
of patches m odd comers, here, there and eveiywhere, beyond the 
extra acreage just quoted 

Lee’s efforts as Director of Food Production entailed one or 
two fresh tasks for us at Mumtions, the chief of which was an in- 
creased demand for ploughs, tractors and agricultural implements 
generally, together with the exclusion of them to the utmost possible 
extent from the importation hst. This mvolved the orgamsation 
of a special section for their manufacture and supply I appointed 
that many-sided man, Mr. S. F Edge, to be the Director, and he 
brought the same energy and keenness into it as he had displayed 
as a pioneer m motors and as a breeder of pigs on a large scale. He 
had a Trade Committee to help him, and this ’Committee got its 
work done, I thmk, with more qmetness and efficiency than any 
of our Trade Committees, although with the situation as it was in 
January, 1917, it had a bad start Some of the men concerned 
frankly confessed to me that they learnt a lesson or two which they 
should not fail to apply afterwards, and it is to be hoped that they 
are doing so I remember one of them pressmg me very hard to 
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comg and inspect his works, and in commending the mvitation he 
explamed that he could show me nearly every type of British 
plough which was m use, and was proud that they manufactured 
such a great variety I pomted out to him that when we took 
over Aeroplanes we foimd a great variety of aeroplane engmes and 
that we were aiming at producmg less than a tenth of the number 
of types, whilst we were coimtmg on multipl5ang the output of 
aeroplanes many times over and reducmg costs at the same time. 
The bewildermg vanety of implements that was made entailed a great 
assortment of spares and an excess of establishment charges that 
provided one of the reasons why the Canadian and American im- 
ported ploughs of few patterns had made such headway in the 
Enghsh market There was one respect, however, m which we 
were never able to overtake the demands from home sources This 
was m the supply of tractors, and we finally had to accept proposals 
from Mr Ford from which we had held off for some four months 
It would be wearisome, however, to multiply instances of the 
new expedients that the food production programme called for, 
m common with every other war effort It had behind it the force 
of public opmion and active ofi&cial assistance, both m the central 
government and locally Its purposes were clear and its usefulness 
obvious to the simplest person, but it possessed two features not 
shared by any other kmdred war effort, and both of them were 
wholly beneficent In the first place it was something m which 
everybody who could get hold of a patch of ground could lend 
a hand, and it gave healthy work and interests out-of-doors to 
hundreds of thousands of people whose leisure hours would other- 
wise have been spent hanging about, and often in unhealthy places 
Next, there is surely no occupation to compare with cultivating a 
patch of ground to take one’s mind from worries, to enable one to 
see things with a ]ust perspective, to assess trifles as tnfles and to 
obtam qmetness and contentment as well as strength, so that I think 
that the physical, moral and mtellectual benefit that followed from 
the food production campaign, with all its steadying influences, 
must have been as valuable as its more obvious results m the pro- 
duction of food 
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HOW FAMINE WAS AVERTED 
4 THE ANTI-SUBMARINE CAMPAIGN 

Great Increase in Shipping Losses — Runciman's Record — Guns for Merchant Ships 
— The Convoy System — Maclay and the Admiralty — The Handicap of the 
Super-Dreadnought — Triumph of the Convoy System — ^Work of Carson — 
Mme<» A Big Programme — The Auxiliary Patrol — The late Commander 
Dawes — Other Anti-submanne Devices — Results 

T he first SIX months of the year 1917 were the most 
terrible and anxious of the whole period of the war so 
far as affairs at home were concerned The month of 
April, 1917, can only be equalled as a period of poignant 
suspense by the critical weeks of the battles of Ypres at the begin- 
mng of the war or by those foUowmg the break-through of the 
German armies m their great attack m the spring of 1918 At 
the time when Curzon’s Committee was appointed in December, 
1916, it was hoped that a great reduction of imports, coupled with 
the shipping obtainable from the hitherto unused reservoir of 
British vessels, would enable us to pass the period of greatest peril 
before the harvest of 1917 

Early m February, however. Sir Alfred Watson, who, with Mr. 
W P Elderton, C B E , the Actuary and Manager of the Eqmtable 
Life Assurance Society, came to act as the statistical experts to 
the Ministry of Shipping, warned us that a reduction of a further 
2,000,000 tons would be needed Sinkings increased with a more 
terrible rapidity than even Admiral Jelhcoe had suggested, and 
Heaven knows he was gloomy enough ' 

In February the rate of loss had mcreased nearly to that of 
two ships a day, and every dictate of prudence prompted a much 
greater measure of frankness m dealing pubhcly^with the situation 
than had previously been adopted The Germans must have 
known the success they were meeting with, and it was only on a 
basis of a knowledge of the facts that the public could be expected 
to accept the restrictions and to co-operate m their apphcation 
On February 23, therefore, the Prime Mimster made a full state- 
ment in the House of Commons, and introduced the proposals of 
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the povemment for the development of food production at home. 

The effect was as encouraging as statements of that kind always 
are with the Bntish people, and justified those of us who on pre- 
vious occasions had objected to unnecessarily sangume accounts of 
progress 

The month of March, however, proved much worse than Feb- 
ruary, and m April the sinkmgs reached their chmax The weekly 
losses durmg this awful period were as follows — 



Vessels 

Tonnage 

4 February 

3 

15.236 

II 

13 

52,633 

18 

19 

73.605 

25 

10 

39,810 

4 March 

17 

84,924 

II 

19 

68,392 

18 

17 

60,898 

25 

26 

126,501 

I April 

21 

78,871 

8 

17 

70,696 

15 

23 

87,692 

22 

44 

159,649 

29 

40 

168,112 


At the end of April the wheat stocks were down to mne weeks’ 
supply, and there were seventeen weeks still to go before we could 
get any rehef from the Bntish harvest But two compensations 
were near at hand The freshly mobihsed ships from distant 
waters were coming into service and the unrestncted submarine 
warfare had brought the incalculable potential reinforcement of the 
co-operation of the Umted States Their own Merchant Manne, 
it is true, would be much taken up with the shipping of their own 
men and supplies, but their naval co-operation was immediately 
available and of pnceless service, as will be explained 

It IS not often that a man in his political experience is made 
angry by proceedmgs m the House of Commons, but I confess 
that a good many of us were made so by the speech of Runciman 
m the House of Commons on April 24 On that very day, both in 
the afternoon and in the evenmg, we had been engaged in the 
Cabinet in elaborating the plans for a greatly augmented ship- 
buildmg programme, and in exploring all possible expedients for 
adding to our supphes Runciman made a speech in opposition 
to the Government Food Production Bill that contained, no doubt, 
a considerable body of sound doctrme if we had happened to be at 
peace, but it was full of naggmg and lU-timed objections utterly 
discordant with the cntical position of the country There had 
not been time smce January to bring the newly mobilised shipping 
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sufficiently into the service and thereby add to the scanty gram 
stocks which resulted from the pohcy for which he, as President of the 
Board of Trade, had been most responsible , for, rapidly as Maclay 
had brought new ships m, the rate of smkmgs had increased 
almost as rapidly The Board of Trade also had been largely re- 
sponsible for the pohcy of lemency to shipowners whereby hundreds 
of ships were left unrequisitioned for food-carrying and other 
essential purposes whilst smkmgs were increasing and the merchant 
shipbuilding of this country had been allowed to drop as never 
before It really was maddening to be lectured by a man who 
had had so special a measure of responsibility for the policy that 
had led to these results The House of Commons, as it generally 
does, grasped the big issue and had no patience with petty cnticism 
Moreover, nothing was to be gamed by public disputes It was a 
time for all hands to the plough if ever there was one 

The story as to how the submarine campaign was met and 
finally defeated is as heroic as any could be It was many-sided , 
and the efforts it called for, both mdividually and collectively, can 
neither be enumerated nor descnbed The sailor facing up to the 
submarine or struggling m the water was one extreme, and the 
smallest household that willingly deprived itself of sugar and bread 
was the other — ^and this last one was fortified all the time by the 
knowledge that others were doing the same and that Rhondda was 
seeing to it that all were dealt with on a fair and common basis 

A short review of what was done must be attempted, and the 
efforts group themselves as follows — 

1 The steps that were taken to enable merchant ships to defend 
themselves against submarines 

2 The improved defence of shipping m the danger zones 

3 The measures taken to attack or to confine enemy sub- 
marines 


The Self-Defence of Merchant Ships 

On December 20, 1916, it was decided, notwithstanding the 
new heavy artillery programme of the Army, to increase the gun 
programme of the Ministry of Mumtions in order to supplement 
the efforts of the Navy in supplying merchant ships with guns 
The steamships m question numbered somen^at less than 4,000 
all told Some hundreds of them had already been armed by the 
Navy, but Carson threw his whole influence m favour of a umted 
effort for armmg merchant ships. The possession of a gun, it is 
true, did not afford a very full measure of defence, but hostile sub- 
marines had come to betray much nervousness when confronted 
by merchant ships equipped with guns that were well handled. 
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^ big scheme, therefore, for framing merchant seamen m 
guimery, was undertaken by the Admiralty, and the Ministry of 
Mumtions, on December 20, was charged with the provision of a 
first mstalment of 706 guns General Furse (then Master-General 
of the Ordnance) and Colonel Simon (our chief expert m gun pro- 
duction at the Mimstry) were responsible in the first place for pro- 
vidmg a scheme We necessarily found ourselves aU the time in 
conflict with the Army’s artillery programme, but a big reinforce- 
ment for the merchant ships was happily available at the begmnmg 
from many of the guns for anti-aircraft and other purposes that had 
been replaced during the previous year We required to have a 
manufactunng stock of three months’ gun-supply passing through 
the workshops at any one time, and the demands for gun repair, 
as already explained, amounted by that time to a great manu- 
facturmg proposition In the course of a short time this gun pro- 
duction effort invaded so many of the munition shops used for 
other purposes that I finally placed the whole thing in the charge 
of that Prince of mumtion manufacture, Glyn West Between the 
Navy and ourselves during the fourteen months from April, 1917, 
we supphed merchant ships with 3,063 guns and 553 howitzers 
Before the end of the war, 4,000 merchant ships were armed with 
greatly improved guns, and the output to them had amounted to 
over 6,000 guns, with more than 800 howitzers The instructional 
courses of the Navy m gunnery more than kept pace with the gun 
supphes 

The effect of the improved gunnery of the merchant ships began 
to have a pronunent place in the reports that came m dunng the 
summer of 1917, but whatever additional protection was afforded 
by guns — ^and often it was vital to individual ships — it is not to be 
compared collectively with the effect of the Convoy System which 
began to be introduced in March, 1917. 

The Defence of Shipping in the Danger Zones 

The Convoy System — ^The introduction of the Convoy System 
ranks with the estabhshment of the Mimstry of Mumtions as one 
of the two great contnbutions of the civihan mind to the solution 
of the mihtary and naval problems of the war Maclay and his 
colleagues at the Ministry of Shippmg from the very first insisted 
that the estabhshment of a system of convoys was essential They 
had a considerable measure of support amongst naval authorities, 
but it IS true to say on the whole that they had to fight the Admiralty 
on the question, and the disastrous events of March and April, 1917, 
were the deciding factors in the controversy The estabhshment of 
a Convoy System admittedly took a considerable number of small 
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and swift craft from the services of the fleets, but there was surdy 
a hmit to the defensive screens of the battle-fleets The German 
battle-fleet was clearly m no condition and had no stomach to risk 
another grand engagement Swarms of light craft were admittedly 
required every day for patroUing, sweepmg and other services, but 
the American Navy was now with us, and their co-operation gave 
us at once the pnceless advantage of the addition of many hght and 
swift vessels, and the submarine was, above all things, afraid of a 
well-handled and alert destroyer, so that surely some could be spared 
for convoy purposes 

Admiral Jelhcoe is, I am sure, a fine sailor, but he was terribly 
nervous of his battle-fleets A good many of us in this controversy 
became adherents of Admiral Sir Percy Scott The battle-fleet was 
presumably for the purpose of givmg battle, and it was, on orthodox 
view, the bulwark behind the rest It might be so , but the horrible 
nervousness for the big ships durmg the first eighteen months of 
the war, and all the elaborate apparatus of defence of them — booms, 
mine barrages, sweepers, escorts and the rest — seemed to show that 
these giants of potential battle needed another sort of navy to clear 
and keep the seas for them Those, nowadays, who think that a 
sum of ten milhons on the furnishing of dock and harbour facilities 
for battleships at Singapore is going to be the end of the cost on 
their account in those waters, had better ponder over the lessons of 
the war in this respect Anyhow, with the reinforcement of the 
battleships from the American Navy, the Grand Fleet's strength 
was overwhelming, and some risks had to be taken 

It IS true that a convoy was a bigger target than a single ship, 
but it carried more eyes and more guns Moreover, experience had 
abundantly shown that escorting destroyers could just as easily 
defend four ships as two The massing of merchant ships m con- 
voys would mean that a relatively smaller number of escortmg 
ships could defend a greater number of merchantmen The alert 
and rapid movements of the escorts also compelled the hostile 
submarines to submerge and gave the convoy at once the advantage 
in speed, and the submarme had come to have a dread of depth- 
charges dropped from the escorting ships I beheve that every 
layman amongst us was convinced that Maclay, Chiozza Money 
and their colleagues were right when they contended that the 
diversion of ships for the defence of grouped merchantmen m danger 
zones was a better defence against the submarine than the isolated 
saihngs that had hitherto prevailed, even if the ships kept faithfully 
to the stnct instructions as to routes provided for them Just as 
our armies would have been impoverished, and possibly broken, by 
a lack of mumtions had there been no Mimstry of Mumtions, so I 
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beheve, notwithstanding the efforts of Lord Rhondda and the most 
willing and extreme abstinence on the part of the people, we should 
have lost the war through defiaency of supphes and the destruction 
of shipping, if the Convoy System had not been estabhshed The 
Admiralty has strong prejudices and traditions, and we often 
came mto conflict with them, but whatever may have been the 
preconceived opmions of those who first opposed the Convoy 
System, it is impossible to speak too warmly of the enthusiasm and 
whole-heartedness with which they threw themselves into perfecting 
It once it had been decided to estabhsh it It justified itself beyond 
our highest anticipations, although the volume of shipping across 
the Atlantic danger zones immensely increased. 

Previous to the institution of convoys the percentage of vessels 
lost on the different routes had come to be no less than lo per cent 
With a figure of this kind it was clearly only a matter of months 
before irretnevable disaster would overtake us Towards the end 
of March a modified form of convoy was first introduced for the 
ships that earned coal from the Umted Kingdom to France, and 
m April it was extended to the ships runiung between the United 
Kingdom and Scandinavia, and the first Atlantic convoy was 
arranged for at the end of May and reached this country early in 
June Expenence, of course, soon dictated a number of modifica- 
tions in the technical details connected with the orgamsation of 
ships from across the seas into a " controlled convoy ” and their 
safe conduct through the danger zones , but from the very first 
the percentage of loss in convoyed ships enormously diminished, 
so that by the time the autumn was reached the proportion of 
ships in " controlled convoys " had greatly increased 

In the first twelve months of the Transatlantic convoy 5,304 
ships were convoyed homewards with a loss only of 56, and 4,467 
were convoyed outwards with a loss of 25 At first the convoy 
reports would come m showing a loss of three or four ships out of 
a convoy of nearly a hundred, but by the end of 1917 one seldom 
found a report showing more than two The last convoy report 
of the year 1917 (December 29) is t5rpical of what was then occur- 
nng— 

" Homeward-bound Atlantic convoys Sixty-six ships, 521,000 tons 
One casualty, owmg to shippmg colhsion and ship droppmg astern , then 
torpedoed ” 

"Outward bound. One hundred and thirty-four ships, 885,000 tons. 
Two casualties " 

From January, 1918, the reports frequently began to show 
one or no casualties. Six months later, for the last week of June, 
there were 256 ships convoyed m and out with a tonnage of 1,900,000 
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tons, and one convoyed ship only was damaged A week later 
279 ships passed in convoy with no casualties 

This glimpse mto the future has been taken because it is appro- 
priate to what has been said on the convoy controversy, but a long 
time necessarily elapsed before all the elaborate arrangements for 
convo5ung and escorting ships could extend to all shipping There 
was a drop in the smkings from April onwards, and in no subsequent 
month, save June, did the number of ships lost amount to a hundred 
Nevertheless, all through 1917 the figure continued to be appallmg, 
and a table of the weekly sinkings up to November may be given 
because, as will appear in the next chapter, that month formed an 
important starting-point for extended restrictions and rationing — 


6 May . 

Vessels lost 

Tonnage 

27 

100,008 

13 „ 

18 

70^055 

20 „ 

. 21 

73.852 

27 „ 

17 

62,640 

3 June 

16 

63,656 

10 „ 

28 

109,187 

17 „ 

34 

138,121 

24 „ 

23 

96,406 

I July 

15 

58,118 

8 „ 

16 

69,957 

15 „ 

16 

59,621 

22 „ 

21 

74,226 

29 „ 

21 

91,263 

5 August 

21 

77,787 

12 

15 

52,953 

19 

17 

70,350 

26 

23 

95,049 

2 September 

21 

75,540 

9 

14 

58,316 

ib 

12 

34,353 

23 

M 

45,696 

30 

11 

33,862 

7 October 

15 

55,075 

14 

16 

58,674 

21 I* 

23 

80,462 

28 „ 

• .16 

49,959 


In the whole year, 1917, the British, Allied and Foreign tonnage 
lost and damaged amounted to — 


British, sunk 
Damaged ^ 

Allied and Foreign tonnage, sunk 
»» »* it n damaged 


3,711,672 

872,391 

2,429,445 

500,000 


7»5I3»5o8 

^ Practically all the damaged vessels were repaired and returned to service. 
VOL. 11 


n 



50 POLITICS FROM WITHIN 

During the later months of the year 1917 new building had 
reduced our average net monthly loss to about 150,000 

In the Admiralty Report on the British Naval Effort during 
the war the results of the Convoy System were summed up m the 
statement that, from the commencement in March, 1917, to October 
21, 1918, 78,673 vessels were convoyed, with a loss only of 428, and 
they report that the submarme danger 

“ was overcome by the various anti-submarme devices put in force by the 
Bntish Admiralty, but mainly by the mtroduction and eirtension of the 
Convoy System *’ 

The Offensive against Enemy Submarines — An intensified cam- 
paign against enemy submarines developed during 1917 contem- 
poraneously with the arimng of merchant ships and the development 
of the Convoy System, and although some measure of success was 
always being obtained, it was not until the close of the year that its 
regular and desolating effect upon the enemy submarines began to 
make itself felt At all times the loss of the crew was as serious 
to the enemy as that of the submarine itself, and as time went on, 
and the number of enemy submarines that failed to return to their 
base increased, the demoralising effect must have been much more 
disastrous than the loss of the vessels themselves, although in 1918 
the German capacity for turnmg out new submannes had greatly 
developed 

There were two sides of the anti-submarine campaign (the arm- 
mg of merchant ships and the provision of mines) of which I, person- 
ally, had first-hand knowledge, and they are both associated with 
the administration of Carson as First Lord of the Admiralty Car- 
son and I had got to know one another fairly well before this time, 
and had been closely associated in the formation of Lloyd George’s 
Government , but my first experience of close working with him 
was during the first six months of 1917 Whatever may be the 
reason, he has never received credit for the policies that marked his 
tenure of office at the Admiralty. He was not more responsible, 
perhaps, than some others of us for the big programme of arming 
merchant ships, but the Convoy System and the great programme 
of mimng operations — ^both started m his time, and neither of 
which could bear their full fruit until some months had passed 
— ^were two outstandmg contributions to the anti-submarine cam- 
paign, and Carson’s keenness, enthusiasm and determination were 
greatly responsible for their vigorous development and ultimate 
success. It IS true that Maclay and his friends were the pioneers 
so far as convoys were concerned, and that I myself, amongst 
Ministers, was closely associated with him in the mining campaign. 
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but It was his determination in pushing all the anti-submanne 
efforts that was the vital factor It is not by any means the only 
case in the war where one man sowed and where others reaped the 
harvest, so far as pubhc credit was concerned, although Carson 
would be the last man to worry about this consideration Nothing 
else mattered to him, either then or afterwards, but that the anti- 
submarine efforts should be successful. 

Mtnes — After convoys the scheme of minmg merits the first 
place m the anti-submarine efforts The mmes were used in many 
forms and had manifold effects on the hostile submarines, both for 
destruction and for deterrence. Many submannes were destroyed 
by the mmes, but beyond this the mmes hampered and embar- 
rassed their movements from the very outset of their course and 
helped to shepherd them into ocean tracks where they were exposed 
to more direct attack Carson and I had many conversations on the 
subject of mmes dunng December, because the reports that came 
in at Mimitions, especially from Alexander Roger, were that the 
progress of mme manufacture was very slow Roger was in touch 
with this side of the work because many of the firms that were 
working on Trench Warfare Supphes were also concerned with the 
manufacture of different parts necessary for mines Carson called 
for a report as to the actual position and as to the prospective 
need It was a dreadful document. The Germans had strewn the 
seas with plenty of mines that would sink Bntish ships, as we knew 
to our cost, and we had a good many of them in our possession , 
but, as had so often happened in Mumtions, the search for a perfect 
and elaborate machine had delayed extensive manufacture The 
men responsible for manufacture were kicking as usual, but they 
were cabined and confined, just as others had been in the early days 
of mumtions, by the lack of approved designs of a type that could 
be manufactured on a big scale It was evidently no use pottering 
about with the few thousand mmes that were then m the Ad- 
miralty’s possession , a huge programme of manufacture and of 
mine-lajung was essential. Carson made the appropriate personal 
changes m January, and in colloquial language " got a move on ” 
with regard to design and t3rpe. Afterwards a big programme of 
manufacture was arranged, and we at Mumtions became responsible 
for a large share of it There was some stickihess at first on be- 
half of certam naval officers, and Roger, whom I made responsible 
at the Mimstry for our share, had his difficulties. Carson, however, 
meant to go through with it and departmental amour propre had no 
appeal to either of us , beside which, m Admiral Halsey we had a 
tower of strength. 

There was a shortage of acetylene welders, I remember, and we 
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were told that they could not be taught quickly, but the special 
training schools soon produced a good supply of women acetylene 
welders, who, at all events in the single operations in which they 
were trained, became excellent experts 

The usual weeks of trouble had to be gone through, and it needed 
the same supply of patience, tact, ready-wittedness and deter- 
mmation as other novel manufactures had called for, but Roger 
and his team supphed them in abundance 

From the later months of 1917 onwards there was as fine an out- 
put of mines and mine-sinkers as could be wanted There were 
more mmes laid m 1917 than durmg the whole previous penod of 
the war , and durmg the ten months of 1918 there were as many 
laid as during the whole previous war period, including 1917 By 
that time we were able to produce and lay every month more 
mmes than we had possessed altogether at the beginning of the war 
It would not, of course, be proper to give details, but the extensive 
mme-lapng across the Heligoland Bight, apart from being respon- 
sible for the sinkmg of a goodly number of submannes, compelled 
them to take the longer route through the Kattegat, and the enemy 
was obliged to undertake widespread mine-sweeping operations, 
with a consequent loss of many vessels, because he had to expose 
larger vessels to attack from their bemg required for the defence 
of the mine-sweepers The supply of mmes by 1918 had become 
sufficiently abundant to enable British and American mine-layers 
to lay more than 200 miles of mine barrage and to confine the 
submannes m the North Sea in such a way that many of them were 
exposed to direct attack and destroyed 

This big miiung programme meant, of course, the construction, 
eqmpment and traming of a considerable number of mme-laying 
vessels and crews. It provided one of the most dangerous tasks 
undertaken by that host of small vessels which, from private yachts 
to naval craft, m storm and in calm, were so busy, both m home and 
in distant waters, throughout the whole penod of the war. 

Mine-sweeping and Patrols — An allied part of these naval 
efforts, and one that involved a much larger number of vessels, was 
the mme-sweepmg service There came to be some 700 small vessels 
employed m home waters, and the peril of the service is revealed 
in the fact that 166 were lost durmg the course of the war. 
In the first quarter of 1917 one vessel was sunk for every fifteen 
mines swept up, but the system had become so widespread and so 
efficient by the middle of 1918 that the mortahty of the mme-la5ang 
vessels had diminished to one for every forty-seven enemy mmes 
By the end of 1917 the enemy mme-laymg submannes had suffered 
such serious loss that during 1918 they ceased to be an important 
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factor in the case One gets some idea of the service which these 
small craft and their crews rendered when we reahse that during 
the later periods of the war, every day, they swept 1,500 square 
miles of sea for enemy mmes 

The Auxihary Patrol Service, with its host of yachts, trawlers, 
drifters and other small craft, manned often enough by private 
yachtsmen and others, was the vigilant, never-ceasing servant of 
the anti-submanne campaign for a hundred purposes. There came 
to be more than 3,000 of these httle vessels employed m our home 
waters alone, and 450 of them, contaimng 230 officers and 2,000 
men, were lost dunng the war. 

The mention of the Auxihary Patrol provokes a personal note 
Those of us who played chess in the House of Commons subscribed 
m 1921 to a small memorial to one of our fellow-members, the 
late Mr J A Dawes, who for so many years was Member for Wal- 
worth He had found time for many years to render service to 
that part of London as mayor, as guardian, as councillor, and m 
all sorts of ways He was so revered, indeed beloved — although very 
impatient with folly — that I think his seat was almost a personal 
stronghold He had been a keen yachtsman, and although more 
than fifty years of age, he placed his little vessel and himself at the 
disposal of the patrol services m the early days of the war. A good 
part of his time later on was taken up with mine-sweeping m the 
Mediterranean, and at the end of the war those few of us who were 
left and who had been accustomed formerly to play chess with him 
in the httle smoke-room in the House of Commons were saddened 
to find that he had so undermmed his health that he could not 
often be With us Shortly before he died, when the chessmen, boxes 
and boards had got into a very dilapidated condition, we were all 
rejoiced at the opemng of a new Session to find ourselves equipped 
with restored boxes, men and boards, polished up as good as new 
We owed it all to Dawes’s kindly thought. Although he survived 
the war and is not one of the 230 officers returned as lost in 
the Auxiliary Patrol, he really belongs to that same group of heroes, 
and a little tablet recording our affection for him will be found m 
the room he so often occupied m his leisure moments when he 
was a Member of Parliament, 

Other Anti-submarine Services.— Orly the naval expert, and 
indeed the very specialised expert, is competent either to descnbe or 
to assess the value of the many other anti-submarine weapons and 
devices that came mto use We knew that ten submarines at least 
were destroyed by the Indicator Mine Net System, and more thaTu 
20,000 miles of these nets were laid m the first mne months of 1918. 
More than 10,000 officers and men were trained to the use of the 
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hydrophones which came to be very extensively used, and the 
paravane almost ranks with the Stokes mortar as a distinctive 
invention. Towards the end of the war it came to be produced m 
very large numbers, and in its explosive form was very potent 
agamst submarmes More than 100,000 depth-charges were pro- 
duced, and many of them earned 300 pounds of high explosive 
The use of flares, both for observing submarines and for compelling 
them to sink in minefield areas, was very effective, and nowhere 
more so than in the defence of the Straits of Dover The howitzers, 
the modified sweeps, the single sweeps, the single towed charges 
and various anti-submanne devices, developed like the rest, and 
especially in the early part of 1918. The Admiralty were confident 
by June, iglS, that they were destroying enemy submarines as 
fast as they were being built, and the destruction by that time had 
involved such a depreciation m the quality of the enemy submarine 
service that it largely accounts for the remarkable falling off in the 
effect of the submarine effort m the latter half of the year 1918 
Includmg pre-war construction, Germany probably built alto- 
gether 375 submarines We knew that 150 of them were destroyed 
directly by British effort, and 50 more were accounted for by 
others It had ceased to be a danger by July, 1918, although its 
widespread and damagmg effects had compelled the introduction 
of stnet food-ratiomng. 



CHAPTER V 


HOW FAMINE WAS AVERTED 
5 RATIONING 


Rhondda — His Energy and Character — Desperate Position in April, 1917 — ^Work 
of Milner — The Meatless Day — Devonport — A New Food Controller — 
Renewed Danger in the Winter — Necessity for Rationing — Rhondda's 
Memorandum — Ratiomng — Men and Results 



HE dramatic events of the year 1917 culminated m 
general rationing of the most important food-stuffs 
Two men stand out m connection with these events 
— Maclay at Shipping, and Rhondda at Food Maclay 


would not admit the truth of this perhaps, nor would Rhondda 


if he were ahve They would contend that it was their team of 


men that did the work, as mdeed it was , but the govermng fact, 


nevertheless, was that at the head of each team were men who 


knew how to choose their assistants, trusted them and supported 
them, and that each of them dealt with their separate groups of 
tasks with a clear vision of essentials and with unfaltering courage 
I have spoken of Maclay, and it is right that this chapter should be 
preceded by some references to Rhondda. 

As recorded in the final chapter of the first volume, the appoint- 
ment of Rhondda to the Local Government Board was my own 
suggestion, and I am proud of having made it. Even for the 
short time that he was at that department he put into it a breath 
of new life We often discussed the possibihties of developmg the 
Health services, and on January 16, 1917, he asked me to have lunch 
with him to talk things over, and he welcomed the suggestion 
that Newman, from the Board of Education, should jom us. The 
mcident is thus recorded m the note of that day — 


I had lunch with Rhondda and Newman Thevlunch was arranged in 
order that Rhondda might meet Newman 1 have been urging Rhondda 
to go the whole hog at the L G B and press for the creation of a Health 
Department, making Newman P M O and brmgmg m Infant Nurseries, 
Schools for Mothers, etc , with him, leavmg the medical service of school 
children and nurseries schools still under the B of E and brmgmg over 
H^th Insurance to the L G B I put him up a scheme showing the con- 
solidation required, how the duties and functions, etc , could be arranged 

55 
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There would be a Local Government side and a Health side, with Morant 
as Secretary ” 

Rhondda saw the opportunities that would anse after such a 
consohdation and the necessity for it, and from that time forth 
bestirred himself to foster the idea and to push it forward. He 
displayed the same alertness m this as he did in 1915, when, in 
the early days of Mumtions, Lloyd George sent him to America 
to clear up affairs there. On his way home from America in the 
previous May, in company with the present Viscountess Rhondda, 
he had been a passenger on the Lusttama He came to discuss 
matters with me at Munitions immediately on his return to town 
after agreemg with Lloyd George in Cardiff to go to America, and 
he was as unruffled and had as clear a grip of the business of the 
day as if he were going for no more than a holiday in the country, 
although, as he frankly said, he hated and dreaded the thought 
of another crossing. The Lusttanta incident was over He had 
no disposition to dwell on it What was the work we wanted him 
to do ^ 

His attitude at the Ministry of Food — to which he was appomted 
m June, 1917 — ^affords a conspicuous example of those many cases 
in civihan work at home where a man’s health, and, finely his 
life, were forfeited in the discharge of his duty Long before he 
went to the Mimstry of Food, Rhondda had rationed himself even 
below the minimum Some of us met frequently at lunch at the 
Reform Club, and I remember on more than one occasion to have 
urged Rhondda that the diet he was allowing himself did not come 
up to the mimmum that we were told was necessary for the main- 
tenance of workmg efficiency Its food value was certainly 
below the mimmum standard subsequently prescribed under 
rationing, and for a man of his big physique and energy I believe 
that many months of this practice were greatly responsible for the 
breakdown of his health Later on in the year Rhondda used to 
ask one question of the rest of us, and in particular, so he told me, 
of the Pnme Minister " Am I gomg to be backed up ? " He 
well knew that m attempting to ration the whole country there 
would be innumerable pitfalls and difficulties No man, I think, 
ever got, or deserved, more splendid support from his chief down- 
wards, as well as from the Press. He knew how necessary Press 
support would be for the Food Controller, and he set himself with 
consummate skill and success to secure it Apart from the obvious 
necessities of the case, his conspicuous courage and complete impar- 
tiality contnbuted, perhaps, almost more than anything else to 
the public respect, indeed affection, which he came to inspire He 
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was remorseless with food-hoarders. He had no satisfaction over 
pumshing anyone, but he had a real joy in demonstrating that all 
were going to share alike, from the highest to the lowest, so far as 
he could control matters. The public came to have confidence 
that no amount of pnvate wealth or influence would gain any 
concession from Rhondda, and this certainly had much to do with 


the umversal readmess that was displayed m enduring the dis- 
comforts and deprivations of the rationing system 

In attemptmg to review the events that led to rationing, the 
month of April, 1917, is an inevitable starting point. One may 
seem, perhaps, to be referring to this month too often, but it cannot 
be escaped from It marked a chmax of ship destruction, a maxi- 
mum of peril, and, as it turned out, the beginning of a time in which 
we might entertain some hope of pulhng through after all The 
frightful sinkings of thesprmg prevented any augmentation of food 
stocks The new ships were loading up in distant ports and some 
of them had started on the homeward journey But would they 
reach port ? On April 20 there were only three and a half days’ 
supply of sugar in the country in stock The weekly consumption 
was 25,000 tons, and on April 16 the stocks were 13,578 tons But 
big cargoes were afloat , 29,000 tons were due to reach these shores 


by April 29, and another 47,000 tons m the followmg week, nearly 
all from Cuba By great good fortune most of the vessels got 
through If we could last out April, and if the Convoy System 
could get established and give us any better results during May 
and June, the outlook would be brighter, because the Sugar Com- 
mission had arranged to bring in 250,000 tons m those two months 
But it was a horrible position from day to day to feel that the first 
thing you wanted to know in the morning was how many ships 
had been sunk and what food cargoes they carried 

Some time before April the machinery for the restriction of 
imports had been got into working order, but the growing danger 
of the situation and the number of departments involved clearly 
called for single oversight apart from Cabinet discussions, and it 
provided another task for Milner He continued until 1918 to be 
the collecting centre and War Cabmet Mmister with oversight of 
questions relatmg to food stocks, to conflictmg claims for shipping, 
and to additional import restrictions. ♦ 

Milner never came into the limelight. He disliked it I 
remember shortly after his appointment to this work, when I myself 
was tlw subject of a vigorous campaign of depreciation in the Press, 
ne said one morning when we were coming out of the Cabinet- 
re emng to the fact that in the papers that mornmg I had been 
vociferously blamed for somethmg with which I had had nothmg 
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whatever to do " My dear Addison, why don't you imitate som« 
‘other people and employ a booster ? ” My reply was, “ Wh5 
don’t you, Milner ? ” The reason was, of course, that he despisec 
the S3rstem. All through 1917 Milner did heroic work A1 
of us who were in charge of big departments were necessaril} 
immersed in our own affairs, our own needs quite properlj 
bulked the largest, and the best feature of the War Cabinet’' 
system was that it enabled men like Milner to be set apart to thrasl 
things out with the Mmisters concerned and to make adjustment' 
in numberless matters that could not possibly be argued out ir 
Cabinet, and which, indeed, would have been a waste of its 
time and an improper use of the Cabinet system if they hac 
been 

I have always felt ashamed that in 1916, when Waldorf Astoi 
had come to me sohciting my views on particular men, I had noi 
appreciated Milner as I ought to have done It was through lad 
of knowledge of him , moreover, one had been prejudiced as i 
warm supporter of Campbell-Bannerman by the reports of hisactioi 
in South Afnca But from this time onwards I was privileged t( 
know the real Milner The Conservative Party contains manj 
able and sincere men, but in constructive statesmanship it ha' 
none supenor to Milner I question whether it contains hr 
equal 

In April, 1917, the Voluntary Meatless Day had been in opera 
tion for some time, but in the absence of any machinery for th« 
control of distribution it had had an effect contrary to what wa' 
mtended This Meatless Day pohcy of the Food Controller came 
in for very outspoken criticisms on the part of the Royal Societj 
Food War Committee They insisted, with a substantial body o 
evidence, that under the existmg circumstances it was having < 
bad effect m that it drove people, who could afford it, to eat mon 
bread, although there were many more cattle in the country thai 
before the war In the absence of any machinery for securing 
distnbution of bread at a reasonable price, they contended tha 

“ the millions of workers for whom bread is the main source of workmi 
power were bemg very hard hit because under the Maximum Prices Orde 
the prices were soarmg up to the maximum, and therefore, whilst voluntaril' 
abstauimg from meat, they found themselves unable to buy sufficient bread 
At the same time, under the existmg Gram Prices Order, there was nothmi 
to prevent a farmer usmg cereals for animal feedmg *' 

On the point of policy the scientists at that time were smgularh 
in advance of the Government, and their memorandum of April 24 
taken as a whole, was prophetic of the state of affairs twelv 
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months afterwards, and in particular as to the necessity of proper 
machinery for securing umform distribution 

At the end of May the Prime Mimster suggested to the Food 
Controller (Lord Devonport) that the only way of overcoming the 
objections of the Maximum Prices Order was to linut the prices 
of the loaf at the expense of the State. It had clearly to come ; 
but Devonport resisted the proposal. It was perhaps not sur- 
prismg under the curcumstances, as he had already told us that he 
did not feel physically equal to carrjang on a department the work 
of which was daily becommg heavier and more anxious, and he 
did not wish to commit his successor. 

Lord Devonport has, I believe, been appreciated for manage- 
ment as Chairman of the London Port Authority, but he was 
one of the busmess men who came in during the war, who, 
although he had had previous experience' of parliamentary life, 
cannot be counted as havmg been successful as a Mimster The 
problems of busmess, even of a great one like the Port of London 
Authority, are very different from those which concern a Minister, 
at all events m most departments A wide view as to how pro- 
posals will affect the life of the people and as to the right time and 
mode of taking any particular public action are altogether different 
problems from those which arise in busmess, and, with perhaps 
two or three exceptions, I do not think it can be claimed that the 
busmess men, eminent as they were in their own spheres, who came 
to occupy ministerial rank during the war, really made substantial 
contributions to pohcy in connection with the ever-pressing national 
problems, notwithstanding that, as executive chiefs, charged with 
a defined, although vast, responsibility, some of them were con- 
spicuously successful 

Lloyd George thought, as also did many of us, that the nght 
pohcy under the circumstances smce we seemed to be approaching 
the time when thorough-going State sociahsm m food control and 
distribution would be called for, was that some able and trusted 
member of the Labour Party should be given the offer of the post 
It was accordingly offered to Mr Robert Smilhe, but he dechned 
the offer On June 8 it was decided in the Cabinet that a Com- 
mittee should be appomted to enquire mto food pnces and food 
profiteenng generally with a view to devising & scheme of opera- 
tions, and I was asked to be chairman of it Later m that day 
however, Lloyd George sent for me and asked me to become the 
Food Controller I asked to be allowed to think it over, and con- 
ented myself with saymg that there appeared to me to be two 
very great objections In the first place, I had charge of a comph- 
cated senes of Labour negotiations with all the threads m my band . 
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and they promised to lead to an a^eement vnth the engineering 
trades (as mdeed they did), and it would be impossible to leave 
them as they were This, however, was an objection that time 
would soon get over, but there was one much greater. I told him 
that I should like to do the job, but it was perfectly evident that 
above all thmgs it was necessary to have a man as Food Controller 
who was without any personal handicap. For some time pre- 
viously I had been subjected to a sustained campaign of misrepre- 
sentation and abuse in a certam section of the Press, and unfortu- 
nately one of the most misleadmg statements of all had been issued 
from those in touch with the Press at No. lo Downing Street It 
would be difficult to wipe out the effect of a campaign of this kind, 
and any man who became Food Controller, if he was going to do 
his duty, must be able to rely in an exceptional measure upon 
Press support Whenever the time came to put ratiomng into 
effect, a good many weeks or months of trouble would have to be 
endured patiently before any new system could be got into workmg 
order, and public confidence was essential. It seemed to me that 
it was unfair to the Office, in view of the necessities of the case, to 
put it in charge of a man who had been the subject of daily execra- 
tion for some time past. He said that they recognised this draw- 
back, but still pressed me to take it. I consulted two or three of 
my colleagues on the subject and found them unanimously against 
my acceptmg the office on that very ground. It was of governing 
importance that whoever was appointed ought at least to have a 
fair start In the diary of June 8, in which I give the conversation 
with the Prime Mimster at some length, it goes on — 

" I told him that I was a good deal surprised that he was askmg me under 
existmg circumstances He explamed, I am qmte sure honestly, that he had 
tned his best to get somebody else who would do, especially a Labour man 
who had brains enough, and he went on to say that he thought I had the 
right qualities of mmd and knowledge of how to get a big machme runmng 
and that I would do the Job, 1 told him I thought I could, but that anybody 
who had the job to do must have a fair chance, and with the villainous cam- 
paign to which I had been subjected for some time past it would mean, not so 
much that I myself should not have a fair chance, but that the worst would 
be made of all our inevitable difficulties, and there would not be a fair chance 
of dealmg thoroughly with the matter, and this was the only thing that was 
of consequence " 

The following day, Saturday, June g, I was pressed over the 
telephone to give an answer, and finally said that if an answer 
were needed over the telephone it would have to be in the negative. 
On the Monday, June ix, he returned to the charge, and I put my 
view forcibly ^fore him, and told him that more than one of my 
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colleagues who had thought it over had told me, I beheve qmte 
sincerely, that they were confident that I could do the job well, 
but they were emphatic as to the necessity, if possible, of appoint- 
ing somebody who had not been shouted at daily for some weeks 
past, and that it would not be right under these circumstances to 
ask me to do it if another suitable man could be found Judgmg 
from his attitude towards me at that time, I do not think Lloyd 
George himself was very comfortable about it, especially in view 
of the share of No lo Downmg Street, in the recent campaign which 
he himself had had to repudiate in answer to an arranged question 
in the House of Commons That story, however, will have to 
come later I was convmced, and still am, that just then it would 
have been a real blunder to appoint any man, even if he had had 
the wisdom of Solomon, to be Food Controller who was being 
daily described m a large section of the Press as incompetent 
Pubhc confidence was above all things necessary m the Food 
Controller just then 

My note of Saturday, June i6, contains a final reference to the 
subject in describing another conversation earlier m the week 
with the Prime Mmister — 

" He was, I think, a bit disgruntled at my attitude At the same time he 
could not help feelmg a good deal of sympathy with me and was a bit uncom- 
fortable from the knowledge he must have had of the genesis of recent Press 
happenings Durmg the rest of the week I laid low on this subject and stuck 
to my work with the A S E , Estimates, etc , and was delighted to hear on 
Friday that they had decided not to press me further and to ask Hhondda if 
he would take the post, and that Rhondda had accepted " 

Long before this time the statistical experts of the Mimstry 
of Shipping — ^Watson and Elderton — were able to make complete 
forecasts of all matters affecting future demands upon shippmg — 
of our own needs and of all the Military, Naval and AUied reqmre- 
ments, as well as of the inland transport arrangements of the 
supplymg countnes, of the dates and quantities m which supphes 
would be available in different ports throughout the world, and of 
numberless other details. Their weekly and monthly reports were 
clear summaries of our needs and prospects, and enabled even 
those of us who had no techmcal knowledge to see how things 
were gomg On this basis of ascertained fact and informed 
forecast the Mimstry of Shippmg was able to mampulate the 
vessels to the best advantage, and through the Allied Maritime 
Council they became the ganghonic centre of world trans- 
port 

We came through to the harvest of 1917 better than could have 
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been expected m May, although the sinkings continued at a terrible 
l^ate, as already detailed 

The imports for the four months (May to August, mclusive) 
were necessarily less than during the same period of the previous 
year, but they were 2,000,000 tons more than we had expected to 
get m The efforts to bnng m more gram and flour had been 
specially successful, and found us, with the approach of the British 
harvest, with thirteen weeks’ supply Once supply was assured, 
Rhondda did not hesitate to limit the pnce of the loaf The 
limitation came into operation m August , it was essential to secur- 
ing the adequate feeding of the people, and the expenditure involved 
was abundantly justified 

In the autumn of the year, however, the position became much 
worse owing to an accumulation of causes The harvests were 
bad and an amount of shipping, representing a subtraction of 

2.000. 000 tons, had to be made available for carrying food to 
France and Italy before the harvest of 1918 Italy also could 
not carry on at all without the aid of British coal Her need was 
600,000 tons a month, but at the utmost we were only able to scrape 
together something over 300,000 tons per month In November, 
also, the congestion and dislocation of Amencan railways, caused 
by the movements of Amencan troops and supplies, coupled with 
abnormal frosts, much delayed the bringmg of supplies to Atlantic 
ports In addition to this the arrangements for loading up the 
Argentine crop could not be in full working order before February 
or March, 1918 , whilst, owing to the length of voyage, we could 
not divert shipping to bnng Australian and New 2 ^aland supphes, 
although their warehouses were bursting with food We had lost 
also, through submanne activity, 600 ocean-going vessels more 
than we had obtained either by new building or by chartering from 
neutrals, and the output of new Amencan tonnage had been very 
disappomtmg, whilst the movements of their troops and supphes 
absorbed much more tonnage 

The position as to meat had become most dangerous, especially 
with regard to butter and fat supphes, as there were no imports 
coming from Denmark and Holland. These causes together, in 
addition to the loss by ourselves, neutrals and Allies of more than 

5.000. 000 tons of shipping dunng the year and the diversion of so 
much Bntish shippmg for carrying food to our Alhes, made the 
position more acute at the close of 1917, save m respect of sugar, 
than it had been in April 

We had, it is true, by that time the comforting assurance that 
the submanne peril nught be overcome , but there was immensely 
less shipping to do the work and greatly mcreased, non-Bntish, 
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demands upon it It was this that made rationing essential for 
1918 In the last three months of 1917, munitions, cotton and 
other cargoes had been held over and some rehef was temporarily 
obtained thereby, although all of these cargoes would have to be 
earned if possible dunng 1918. Milner, therefore, was called upon 
to prepare a scheme for enabhng us, during igi8,todo with nearly 
8,000,000 tons less than we had received in 1917. On December i 
he submitted a scheme providmg for a reduction of 5,500,000 
tons He felt justified, on the reports of Admiral Duff as to our 
increasing success with hostile submarmes, to begm with this 
lower figure and to hold a further 2,000,000 tons in suspense The 
sequel showed that his forecast was justified. His scheme provided 
for reducing mumtions imports by 1,500,000, food by 2,500,000, 
and timber by 1,000,000 tons This was a big curtailment of food 
supplies but no sufficient reduction in imports was otherwise 
obtainable, and the only way of dealing with this diminished supply 
was by securing the uniform distribution of the reduced quantity 
of food 

On this subject Rhondda submitted a memorandum on Novem- 
ber 14 that may become historic The acute shortage of sugar 
dunng 1917 had been met by a rationing system, although the 
system had not been carried to its full completion There were 
local fammes of bacon, butter, cheese and other foods, and the 
food queues m the streets, especially at some of the stores, were 
growing daily in length The agitation and annoyance that these 
gave rise to was promoting acute unrest in the country, and the 
queues provided an obvious and ever-present audience for anyone 
anxious to foment discontent on any ground. The grievance in 
itself was serious enough in all conscience Some shops had no 
supplies , others, which had, whether of this commodity or that 
attracted an ever-growing queue Unequal distribution more 
than scarcity was probably responsible for more of the bitterness 
accompanying the Coventry stake in the autumn of that year 
than all the mdustaal gnevances put together. As Rhondda 
pointed out — 


compulsory and scientific distribution of foods is intro- 
duced a si^er supply of food should ^rove suifiaenti A rationine system 

Ss to^devotetr* unsatisfactory because it leaves the we^er 


An enormous margin of suppUes also had to be 
inequalities m distribution. 

It was clear that the system to be mtroduced 


kept to cover 
must aim at 
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securing that the different distribution centres, namely the shops, 
had, if possible, supplies sufficient to go around their customers 
on a predetermmed bzisis Rhondda summed it up, thus — 

" The principal object of rationing is to secure that in tune of stringency 
the essential foods (ure distributed first and foremost to the essential workers, 
that IS, are distributed in the national interests and not according to the 
purchasing power of the individual. Ratiomng, in fact, is the only possible 
corrective to the power of the purse in a time of scarcity." 

He therefore submitted a plan based on improvements of 
the sugar scheme, for extending a rationing system to all the 
pnncipal articles of food , and, ivith his charactenstic sohcitude 
for the welfare of children, he followed this on December 4 by sub- 
mitting a scheme for securing adequate supplies of milk to young 
children and mothers, hmitmg the amount of milk available for 
other people and fixing the pnce He suggested at first that the 
system should not come mto complete operation until March or 
April of 1918, but the enormous dram on our shipping to help the 
Alhes had involved a reduction of our own imports of food during 
the last four months of 1917 amountmg to 1,250,000 tons below 
the estimate of requirements, and a postponement of ratiomng 
was therefore impossible. The stocks of wheat would soon be 
down to seven weeks, and the position with regard to bacon, butter 
and marganne was most perilous The arrangements for per- 
fecting the system on the basis of the existmg sugar scheme were 
pushed forward through the Local Committees, and the ratiomng 
of bacon, fats and meat became extensively apphed during January 
The system of ratiomng the shops for the customers attached to 
their ordinary place of purchase rapidly reduced the complaints 
with regard to sugar supphes, and the introduction of the system 
for meat, bacon and butter in the Metropolis and the Home Counties 
was attended with such success m abating the queue scandal that 
it was extended generally. How urgent the matter was will be 
realised when it is recorded that on February i the stocks of mutton 
and beef m the country had come down to two weeks’ supply , of 
bacon there were only four days’ available, and of butter and 
marganne only three days'. Rhondda was very insistent that a 
rationmg scheme must be thorough and complete if there was to 
be a scheme at all, and the brilliant success achieved is due to the 
complete control established throughout over supply, price ant’ 
dtstrtbutton. Under compulsory rationing, moreover, the margin 
that had had to be provided for unequal distnbution began to 
disappear, with the result that supphes that formerly only sufficed 
for thirteen weeks were now sufficient for sixteen. 
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Rhondda was a calm man and a strong one, but, dunng Decem- 
ber, 1917, and January, 1918, the daily suspense, almost agonies 
of imcertainty, over the creation and workmg of this colossal 
organisation of supply and distribution for every man, woman and 
child in the community, well-nigh* overcame him For months 
before, some of his chief men, in particular Beveridge, had been 
working at the scheme Beveridge had an immense advantage 
in that he had had previous expenence of creating a local organi- 
sation that dealt with individuals, both at the Board of Trade 
Labour Department and at the Mimstry of Mumtions, and Rhondda 
was always givmg the freest possible expression to his indebted- 
ness to him for the elaboration and development of this enormous 
scheme 

Rhondda often also paid tributes to two other men — Mr S G 
Tallents, who had charge of all the work of the local Food Authorities 
with respect to the ration-card system and procedure, with all their 
tncky and complicated involvements , and to W E F Wise, C B , 
who was responsible for the difficult task of bringing meat under 
control and securing its distribution throughout the country to 
honour the ration documents when presented 

The people of Great Britain were rationed more severely, but 
with more even-handed justice than those of any other country 
The only food-stuffs rationed for any length of time in France 
were bread and sugar, although meat was rationed for a short time 
The success of the scheme m this country, I think, was due to two 
mam causes first, to the knowledge that what food there was 
was distributed evenly to every member of the population and 
that no favours were possible to anyone , and, second, to the self- 
disciplme of the masses of the people, who showed m this, as they 
have done a hundred times before in our history, that, in the 
last resort, the moral strength of the people, trained in the self- 
disciplme of freedom, is our greatest national asset 

From the month of February, 1918, the danger-point was past 
I^tiomng, the convoy system, new shipbuilding, the increased 
effectiveness of the anti-submarine campaign, were doing their 
work The average monthly losses from submannes in the first 
quarter of 1918 and new shipbuilding was drawmg level, and 
reached equality in June By May our stocks*of the chief foods 
Stood as follows — 

Wheat 
Sugar 

Mutton and beef 
Bacon 
Margarine 
VOL II. 


14 weeks 
10 „ 

6 .. 

7 

£ 
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From this time onwards things improved 
After some eighteen months of struggle, by a umted and many- 
sided effort and, above all, by the steadiness of the people, we 
knew that, however the war might end, it would not be arrested 
by the starvation of the inhabitants of these islands 



CHAPTER VI 


CO-OPERATION WITH THE FRENCH, AND 
THE RUSSIAN REVOLT 

M Albert Thomas and Allied Conferences — Mutual Help of the British and the 
French — The Russian Revolution — The Russian Temperament — ^Visit of 
Members of the Duma — ^The Struggles of Gk)od Men — Extract from Jackson's 
Report— Corruption — Inspection Difficulties — Extract from Minchin's Letter 
— Milner's Mission — Reports from Layton and Headlam — Occurrences 
durmg the Revolt — Reports from Hanbury-Wilhams and of what Headlam 
saw at the Front and Elsewhere — The Inevitable Event 

T he foregoing chapters throw light upon the assistance 
that we gave to our Allies in shipping and in the supplies 
of food, and it may be of interest to mterpose at this 
place m our narrative a chapter relating to some 
experiences of work with our European Alhes It is necessary to 
exclude comments on the conduct of mihtary operations of which 
I had no better opportunities of forimng judgments than any other 
member of the Government who read the confidential papers 
that were regularly arculated, and I shall confine myself to some 
impressions of the many dealmgs of which I had personal know- 
ledge 

In the case of the French, they were as sigmficant m seme ways of 
the gemus and greatness of the French race, as well as of certain 
characteristic littlenesses, as the conduct and vicissitudes of 
the war itself In the case of the Russians, they threw an inside 

and a lund light upon the conditions that made revolt almost 
inevitable. 

Our conferences with the French began in the earliest days 
of the Mmistry of Munitions, and formal meetings between the 
heads of the respective departments were a frequent occurrence on 
one side of the Channel or the other right through to the end 
Monsieur Albert Thomas was the French Munster of Mumtions 
when Lloyd George took office, and he contmued to come over 
^no cally until March, I 9 i 7 » ^though somewhat earher in 1917 
Monsieur Loucheur, who was then Under-Secretary of Mumtions. 
ted begun to supermtend the chief conduct of the French side of 
pe franco-Bntish mumtion arrangements. But long before 1917 
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our workings together had developed into a smooth-running and 
clearly understood machine 

There was nothing of the dapper Frenchman about Thomas 
He had the figure rather of a sturdy Yorkshireman who took no 
special pains as to his clothes or the trimming of his beard , but 
as soon as he looked at you with that vivacious twinkle in his eye, 
and especially when he began to speak, he was a Frenchman bubbling 
over I never met a man in any country who knew his subject 
down to the finest detail better than Thomas, but he took big 
and generous views for all that, and was prompt and bold m his 
decisions In the early days, before we were well established 
ourselves, Thomas was ready in a minute to help us to the 
fullest of his powers, he was equally ready in urging that the 
French themselves should run some risks, as mdeed they did, 
in supplying the Russians with nfles , but with all this prompt 
largeness of view and recogmtion of our great common pur- 
poses he would fight hke a tiger over a few tons of alumimum 
Whether it was alumimum, benzol, platinum or what not, Thomas 
was just as much acquainted with all the techmcal details and 
scientific processes concerned as he was with the big issues of mum- 
tiomng, and when he fairly got going at our conferences there was no 
stopping him I remember, one day, at an early conference in 1915, 
when he had been giving us an address for some twenty minutes 
with sustained and picturesque eloquence over our relative demands 
for aluminium, Lloyd George passed me over a slip of paper, on 
which he wrote “ Don’t you wish you could be as eloquent as 
this on alumimum ^ ” Indeed, I wished I could, for Thomas could 
make any topic, however dry and materialistic, to be the text for 
a dramatic and moving exposition But with all his eloquence he 
had a keen eye to business Our conferences on the whole were 
the most busmesshke and well arranged of any of the many inter- 
aUied meetings that I attended A careful prehminary summary 
and examination of the French demands and of our own had 
always been drawn up beforehand, and we knew what each 
day’s sittmg would be concerned with Sometimes the conferences 
would extend over two or three days because we had to arrange 
for supphes not only between ourselves but for the help of our 
Russian, Italian or other Alhes It did not matter how long they 
extended , Thomas was as full of exuberance and vitality at the 
end as he was at the begmmng. 

In early days the French Mumtions Ministry were able to help 
us immensely by the expenences they had gained in the organisation 
of small producers, under M Millerand’s mspiration But, as time 
went on, the balance of help necessarily mclmed more and more 
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heavily to our side In howitzers, medium trench howitzers, tanks 
and otherwise our men led the way, and in many respects British 
help for the last two years of the war was vital The depnvation 
of the ironworks of Lorrame made the French dependent upon us 
from the beginnmg, and throughout the war, for every ounce of 
steel that we could spare, and the weekly suppUes came to be 
enormous I think steel supply and the products of ironworks 
were, perhaps, the most important of all the material supphes we 
provided, and coupled with them was British credit and co-operation 
in American and Canadian purchases 

I do not know any instance more strikmg in its contrast of 
Bntish thoroughness and extravagance, as compared with French 
frugality and parsimony, than the comparison between the French 
and the British fuse. The French have a wonderful habit of 
making simple things do, and doing with a little , whilst the 
Britisher must have it well done, and plenty of it. The French 
fuse in its absorption of brass scarcely took more ounces than ours 
did pounds, but it was as mgemous and, so far as I know, as prac- 
tically rehable Although this glaring example of economy was 
before us from the beginning, it took two years almost to get the 
same measure of economy into the construction of the British 
fuses, although never to the same degree of reduction of weight 
As between the two of us, however, in new things, such as tanks 
and gas warfare, the Britisher took the lead, but it was a fnendly 
rivalry and we had no secrets from one another The late Senator 
Humbert was extraordinarily helpful in the early days of our 
difficulties with the large trench mortars, and Colonel Panouse, 
who was attached to the French Mission in London, was the tact- 
fuUest of mtermedianes He seemed to know his ]ob as thoroughly 
almost as Thomas, and no diplomat could have been more sagacious 
in the handhng of difficult men or positions Monsieur Loucheur 
was, perhaps, the most able of the business men amongst French 
Mimstenal chiefs that we had to deal with, but I confess that I 
never got quite on such terms of understandmg with him as with 
Monsieur Thomas. You somehow felt that you must be careful 
how you committed yourself with Loucheur He was, perhaps, 
as good a bargam-dnver as Thomas, but at the end of it you rather 
had the feeling that you had been driving bargains with one 
another rather than co-operatmg m fighting Germans. 

It cannot be said that our work with our French and Italian 
Allies presented any features out of accord with those charactens- 
ing our struggles at home We never had serious trouble with one 
another It was just a long succession of difficulties surmounted 
or avoided, adjustments made and help rendered. 



70 POLITICS FROM WITHIN 

'No such comforting recollection, however, attaches to my 
experience of transactions with our Russian Alhes, whose disasters 
and sufferings were mtensified a thousandfold by a lack of 
equipment If they had had a s3^tem that made a full use 
of their own resources, or of what was supphed to them by 
the French and ourselves, perhaps the revolution would not 
have occurred when it did Even with the knowledge that we 
could gam of this aspect only of Russian methods we learnt enough 
to know that the revolt, blmd and violent though it was — as such 
revolutions always have been m their early stages — was against 
a system that was mdescnbably mcompetent as well as exceedingly 
corrupt. 

We had m London, and our men m Russia were continually 
telling us of, a number of courageous and capable men struggling 
heroically agamst the awful handicap of a mismanaged and, largely, 
helpless system, but the drag upon them was too great and only 
brought into more stnkmg contrast the heroic efforts of many 
of their Generals and leaders, as well as of the rank and file of 
their armies for the first two years of the war, to compensate for 
these deficiencies by the sacrifice of themselves It was not to be 
expected that, in a war that became so markedly one of mumtion- 
ment, with their lack of mdustrial resources and trained personnel, 
the Russians would ever have become capable of supplying their 
own needs; nor can we forget that the immense resources of 
Great Bntam had not been fully harnessed and equipped for the 
war task before 1916 Nevertheless, if the Russians had been 
able to make use of the supphes that were available from Britain 
and France, from America and Japan, to make a proper use of their 
own resources and to evolve good supply and staff work, the course 
of events would have been very different. 

In the autumn of 1915 their cry was the same as ours They 
needed thousands of field guns, hundreds of heavy guns, thousands 
of machine-guns and milhons of nfles if they were to equip their 
armies on anythmg like the scale that we and the French were 
proposmg to equip ours, but they displayed, even then, that mixture 
of pnde and mcompetence m high places which paralysed the 
efforts of their best men and agents For months previously they 
had been implored to order guns and other supplies, and it was only 
their rough handlmg by the Germans m the late summer that 
induced them to appreciate the reahty of the need and to get rid, 
at least, of some incompetents 

At conferences that we had m the November of 1915 it was 
arranged between the French, the Italians and ourselves to supply 
them with a large number of rifles and small arms ammumtion. 
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and at one of these conferences with the heads of the Russian 
representation I was able to gather a first glimpse of the morass 
of difificulty m which they were struggling 

A smgle instance may be quoted of the state of affairs as it was 
revealed at that time I had been trymg to find out what had 
become of certain ammumtion that had been supphed, and I 
cannot do better than quote an extract from a note of November 25 
as illustratmg it — 

" Great stocks of ammunition are held up on the Trans-Sibenan railway 
or from Archangel, and we found that many of them were lymg m railway 
sidmgs The fact appears to be that if m some of these places you approach 
the station-master with a sufficient number of roubles the goods will be sent 
along until they happen to fall mto the hands of some other station-master 
of a similar disposition , and if a trader comes along with, say, pianos or 
silks and offers him a smtable number of roubles, then his consignment will 
get through and the ammumtion will have another rest m the sidmg I 
asked them why m the world they did not shoot a dozen of such station- 
masters The suggestion was met by a despairing shrug of the shoulders and 
the remark that ‘ it was the S3rstem ’ They know it to be humiliating, but 
they are powerless to tackle it " 

We saw over here some of the best and ablest of the Russian 
leaders In May, 1916, we had a deputation from the Russian 
Duma that, in capacity and readiness of apprehension, displayed 
a quality that I have not seen equalled m any such deputation 
In response to their questions we explamed our own system for 
developing engmeering works, for arranging supplies and distri- 
bution of material, for dealing with labour and other essential 
matters Their conclusion was that the best that could be managed 
m Russia, because of their lack of experienced personnel, would 
be to concentrate upon the development of those works that 
already had some body of expenence behind them This may have 
been the right policy to pursue, but they were cnppled and con- 
fined all the tune by a system of commissions, apart from mcom- 
petence, that extended from the production of the raw material 
down to the inspection of the finished article. 

Although the Russians did well agamst the Austrians in June, 
1916, I see that my note of the 12th says that, 

" knowmg as we do the extent of their mumtionment, one cannot feel 
any confidence m the ultimate issue The fear is that they will get nd of 
their stocks of mumtions and then be driven back agam Although the 
Austrians may be pretty hard pressed for men, they are uncommonly weU 
eqmpped with heavy guns ’’ 

Sir George Buchanan, as early as September, 1915, had given 
us a very dismal account of the quahty of much of the Russian 
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Staff work and of those who were m charge of the executive 
direction of affairs, and, early in 1916, Robertson furnished 
an expert account that more than justified Buchanan’s pro- 
phecies Up to the middle of 1916 the Russians had done much 
better than we anticipated in the production of nfles, field 
guns and ammumtion, but just as the transport orgamsation 
from the ports, where our own stores were landed, was half- 
hearted or useless, so it was, unfortunately, with many of the things 
they produced themselves They were short of locomotives, trucks 
and transport supphes all the time, and, except for occasional 
spurts, the orgamsation of transport seemed to remain the most 
dismally incompetent of all their services to the very end Never- 
theless, we were constantly coming across bright patches, and on 
enquiry it always appeared that it was because a few capable and 
trustworthy men had got hold of that section of work The 
good result such men rapidly produced only revealed the more 
plainly what a wealth of splendid material and men there was 
all the time, and how the penetration of a long-established, rotten 
system was paralysing the efforts of a great nation, and their 
soldiers in multitudes were paying the penalty in death and 
suffermg 

In October, 1916, they asked us to send out General Jackson 
to make a report and to give advice upon the development of 
their trench warfare methods Jackson’s report, hke every other, 
showed what could be done where a few competent men got the 
chance but how grievously weighted down they were 

Two or three paragraphs from this report ought to be quoted — 

" . There are, first the difficulties of dealing with the Russian 

temperament, and of orgamsation in a non-manufacturmg country The 
Russians ask for help and yet in a way are unwillmg to accept it They are 
mclmed to be jealous of the fact that other nations are ahead of them m 
technical development, and officers in charge of theoretical and experimental 
departments seem at first much more anxious to expatiate on their own 
progress and inventions than to hear what has been done by others With 
some highly placed officers agam, the idea of help seems to be a sort of fairy 
gift of unliimted guns and equipment of the most modem tjrpe and yet such 
as can be utilised by men with very little techmcal traimng They hardly 
realise that a special efiort is needed at their end to prepare for making the 
proper use of such material as may be sent Moreover, they are mclmed to 
insist (most politely) on what they want, rather than to enquire dispassion- 
ately mto what can possibly be done with existmg means 

" Let it not be thought for a moment, however, that they are not helpmg 
themselves In many directions they have done wonderful work, and m 
this connection the great latent strength of Russia, moral as well as material, 
must not be overlooked ' Nitchevo ’ (‘ no matter ’) is a great vrord m 
Russia, but it IS not the only word The Russian is fond of letting things 
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drift till II 55, but what he can do between ii 55 and 12 is astonishing, if he 
IS really interested It is worth while to realise these points because it is 
ftcpAntiai that we should help them, and equally so that the help should be of 
a kmd that they can and will use 

The niain diflBlculty that confronts Russia in such a war as this is that, 
while there are men of very considerable ability and scientific attainments 
at the head of affairs m Petrograd and elsewhere, with highly tramed staffs 
and first-rate fightmg men at the front, there is, from the lack of general 
education and national manufactures, no mtermediate stratum of educated 
or techmcally skilled lower middle class that can be drawn on for operating 
scientific equipments for modem war " 

As one became more and more familiar with the difficulties, 
it was temptmg to imagine corruption almost everywhere, 
but frequently I discovered that mishandlmgs or faults that I 
had been disposed to attribute to this had really resulted from 
those manifestations of Russian psychology to which Jackson 
alluded and which are difficult for the ordinary Britisher to under- 
stand As to corruption, I shall never forget that one day, after 
some prolonged sittings with a most influential Russian delega- 
tion in London— as the result of which we had entered into exten- 
sive commitments to help them — one of my secretaries came into 
my room with a quaint smile on his face teUmg me that one of the 
members of the mission who was attached to the Head of it wished 
to see me on a personal matter Havmg taken the precaution of 
having a secretary present, I saw him After some beating about 
the bush, it turned out, m plain Enghsh, that he was perplexed 
to know how the commissions were to be arranged which he an- 
ticipated would be available to certain members of the mission 
I had to explam to him as pohtely as I could, but none the less 
forcibly, that we did not do things that way in this country, that 
I hoped that they were paid sufficiently well to make them immune 
from temptations of that kmd, and that if State servants over 
here were known to receive commissions they would be most 
severely dealt with He was, I beheve, qmte honestly surpnsed, 
and it was only another illustration of how widespread the system 
was and how it extended from high places down to a humble 
station-master on the Trans-Siberian railway 

For all that, some of our difficulties, particularly with repre- 
sentatives of the artillery departments, were <Jue to qmte different 
causes We ourselves had had good reasons for knowmg how exact- 
ing sometimes were the demands of artillery experts, but the most 
exacting Bntish specialist that I ever came across was a model 
of elasticity compared with some of the Russian inspectors On 
one occasion some Japanese makers, on the receipt of the Russian 
specifications, wanted to know if the shells were to be made as 
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*' exhibits ” The requirements were so meticulous and so un- 
necessarily ornamental that it was not unnaturally assumed that 
the product would be placed inside a glass case rather than in 
the barrel of a gun. We had a wholesale exhibition of this blend 
of artilleryman's pride and Onental vanity m Amenca. 

As mentioned in the first volume, Lloyd George sent General 
Mmchm out to Amenca in the summer of 1916 to take charge 
of the inspection of our mumtions there and to secure as much 
speeding-up as possible Large orders at that time were being 
executed in Amenca for the Russians, and we were financially 
responsible The Russian officers, however, insisted on having 
their own separate Inspectorial body, and Mmchm soon found that 
what was re^y happening was that goods were being produced m 
large numbers which he would have had no hesitation m passing 
as efficient, that the Bntish Government were paying for them, but 
the makers’ stores were being blocked by them as it was almost 
impossible to get them through the meshes of the Russian inspection 
notwithstandmg that the Russian soldiers were famishmg for what 
was accumulatmg 

The matter cannot be better stated than m an extract from 
one of Mmchm's letters to us of June, 1916 In givmg the quota- 
tion it should be mentioned that General Gossehn was the Head 
of the French Mission, and that Mr Stettimus was the representa- 
tive of Messrs Morgans, who had been responsible for placing most 
of the contracts — 

June 21, igi6 

“ I think it desirable to lay before you my views on the question of 
the Russian mspection in this country 

" Smce receiving your first telegram. No 492 of June 13, the position has 
assumed much greater urgency On that date I attended a meetmg at the 
French Commission office, at General Gosselm’s request, to discuss the position 
with him He impressed upon me the importance of defimte action bemg 
taken as soon as possible to assist the Russian Commission, which he states 
was seriously hampered in dealmg with the contracts placed by the British 
Government for Russia m this country 

" On receipt of your cable I at once put myself into commumcation 
with Morgan’s and had a long talk with Mr Stettimus He collected all 
the papers, includmg copies of the contracts, representations from the various 
contractors, letters from the Russian Mission — fact, all the papers bearmg 
on the matter, and sent them to me for my perusal 1 have also attended 

a meetmg at Morgan's office and discussed with Mr Stettimus and General 
Gossdm of the French Mission the general position We got Mr Grace 
(President of the Bethlehem Sted Co ) to explam to us the nature of the 
difficulties he experienced, and the various ways in which production was 
being, not merely hampered, but actually prevented by the action of the 
Russian inspecting officers 

" Mr Grace explained that the organisation of the Russian Commission 
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at New York placed officers in control of the inspection of each nature of 
component , thus» all questions relating to shells had to be referred to one 
officer m New York Similarly, all questions as regards fuses went to another 
officer m New York Similarly with primers, cartridge cases, explosive 
charges, and all the various items composing the complete round The 

inspectors mspectmg empty shells would pass, perhaps, 25 per cent of the 
production When these came along for filling they were inspected by the 
officer m charge of the fillmg, who inspected them entirely all over again and 
rejected a further percentage The same thing happened when the complete 
round was assembled , practically every component was exammed, gauged, 
weighed, and tested all over agam by a senes of officers havmg different views 
without any interchange of opinions, and who refused, practically always, to 
give reasons for rejections or to abide by each other's decisions After 

so many months of Russian inspection only fifty rounds have been actually 
accepted. In fact, it appears to me that it is possible, under the exist- 
ing state of affairs, that the British Gkivemment may be embroiled both 
with the U S Government and the Russian Government If, however, we 
could arrange to take over the control of the inspection, any risk of trouble 
with the U S Government would be avoided 

The failure of the Russian Commission to deal with the output of the 
contractmg firms is due to several causes Firstly the language difficulty 
Most of the mspectors and exammers can only deal with the firms through 
interpreters Secondly the members of the Russian Commission have 
extremely autocratic ideas , they are easily annoyed, and they stand on their 
digmty to an excessive extent If, through any misunderstanding, their 
susceptibilities are hurt, they leave the works and do not return for consider- 
able periods Thirdly the organisation is not fitted to deal with the con- 
ditions under which the work is being done It is essential that the local 
officers should have full responsibility and be prepared to exercise it , to 
make decisions, and finally to settle pomts once and for all As matters 
stand the same pomt is raised over and over again by different inspectors 
and settled by them in different ways " 

In other , parts of Minchm's letter he refers to important 
firms where, after careful examination of the facts, he had found 
that the experiences of the Bethlehem Steel Company had been 
repeated 

In the early days of 1917, when the revolutionary movement 
was m its early stages, it looked for a time as if Lvoff, of the Zemstvo 
Umon, might obtain control of affairs, but events were movmg 
too fast In January, 1917, Milner was sent on a special mission 
to Petrograd, and an important part of his undertaking was to 
report upon how we could be most helpful m what seemed then 
to be a time of greater hopefulness and of reidmess to deal with 
inefficiency Months before this our supplies had been heapmg 
up at Archangel and at other depots, and scarcely half of what 
we had sent was being used Layton, the Chief of the Intelligence 
Service at the Ministry of Mumtions, went with Milner, as well as 
Major-General John Headlam as an artilleryman La3d:on returned 
t with Milner, but Headlam remamed to assist Lieut.-General Sir 
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Hanbury- Williams, who represented the War Office in Petrograd, 
and the reports and letters which these gentlemen sent are the 
most living and expressive descriptions of the rapid and disastrous 
course of events at that time that I have seen They were wntten 
on the spot when things were happemng and the Czar and the 
Grand Dukes were being deposed, and when the revolutionary 
movement, through its council of soldiers, was rapidly approaching 
the chmax that resulted m Russia leaving the war altogether 
A complete programme was arranged by Milner's Mission at 
Petrograd for the supply of stores and for the movement of what 
they had already received, but they had not been home long before 
it was clearly useless to send more 

A couple of extracts as embodying my own impressions of 
some of Milner's reports may be quoted as appropriate in this 
connection — 

March 6, 1917 

“ The organisation of the railways is an indescribable muddle 
and IS the chief thmg to be taken in hand, although it appears gradually to 
be improving The lack of roads and other facilities for transport is, of 
course, a frightful handicap The Russian demands, as first presented, 
involved a tonnage about three times greater than all their ports together 
could possibly handle After this had been pointed out to them, it was 
gradually worked down to a reasonable figure Milner insisted very strongly 
that, even if some of the mumtions were wasted, it was of the utmost import- 
ance, both for the war and for the future, that both the French and ourselves 
should show our wiUmgness to do our utmost to help, as otherwise the 
Russians would have the feeling that we were leaving them ill-equipped and 
compelled to make up the deficiency by a sacrifice of lives He sajd that 
they generally felt that they had not been fairly treated and that our policy 
should be to supply them with all that their ports could take, receive and 
handle Layton, I am glad to say, appears to have been extremely 

useful to Milner " 

March 14, 1917 

On Thursday, Milner and I discussed the various messages 
that had come through, givmg an account of the increase in strength of the 
popular movement and the siding of the troops with the people and the pro- 
gressives in the Duma , then the formation of the Duma Executive, with its 
refusal to be dissolved, and it appeared on Wednesday that the Zemstvos 
would have the whole Army on their side — ^which has finally turned out to be 
the case 

As the popular accounts show clearly enough, and as we have heard 
for many months past, the dissatisfaction with the Government was not, pri- 
marily, connected with revolutionary or anarchical movement It simply 
was utter disgust of the Army and the Staff and of the best elements in Russia 
with the unspeakable mcompetence of the Central Government, with their 
dall)migs with German influences, and generally with the coercion and ob- 
struction that opposed every helpful movement. ... It looks as if the old 
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regime is crushed The danger, of course, is quarrels and differences affectmg 
the stability of the popular Government • 

Early m April, Greneral Helfreich was appointed Head of the 
Russian rejuresentation in London that dealt with munitions, and 
he made heroic efforts from this side to get some of the accumula- 
tions of stores cleared up and to put things on to a better basis 
But it was all too late 

Some extracts from Layton's and Headlam's reports and letters 
may be quoted as giving a first-hand impression, wntten at the 
time, of the state of affairs — 

From Layton * Janmry 30, 1917 

** . We had a phenomenally mild sea tnp to Kola, and a com- 

paratively uneventful tram journey at an average rate of something like 
15 kilometres an hour Only one goods tram has left Romanoff up to date 
with I IQ tons of goods, and as our trip appears to have disorgamsed the Ime 
for a week at least, it does not seem probable that much will be brought mto 
Russia by this route until March 

“It IS very hard to get the Russians to attend to busmess, mstead of 
giving receptions and attendmg functions 

“ Munitions occupy a great deal of attention, and it is perfectly clear that 
we ought to be strongly represented m Petrograd No one here knows what 
has been sent from England " 

From Layton February 8, 1917 

“ For the last ten days Headlam and I have been attendmg daily con- 
ferences at which General Belayeff, Mmister of War, with the Grand Duke 
Serge, has been puttmg forward enormous programmes of demands covermg 
not only artillery and other completed mumtions, but metals, mechanical 
and railway transport supplies, aeroplanes, explosive materials, articles for 
the Mimstry of Agriculture and Manne and for the equipment side of the 
War Office (cloth, leather, etc ) Many of these do not concern us m the 
least, but we find that Russians cannot be hurried, and until they have got 
out their whole story they will not come to the crux of the matter — viz the 
scaling down of these demands to the available means of transport , 
There is an appalling lack of co-ordmation between Government departments 
here , the heads are continually changing, and the consequence is that those 
in authority have only the haziest idea of the munitions situation and of 
problems which are familiar to us 

“ The French Mission, which has been out here for two years, hg^g done 
marvels and is largely responsible (though they don’t get the credit) for the 
increase m the output of mumtions But they are workmg m the Moscow 
area and appear to be rather out of touch with headquarters here 

“ The problems that present the greatest difficulty are not connected 
with the workshops, but are those of transport add the output of native 
material • “ 

Letter from Headlam February 8/21, 1917 

The Munitions Sub-Committee were the first to meet, but so 
far we have been overwhelmed with the enormous numbers attending — at the 
first meetmg we must have had nearly a hundred At our urgent request 
the Minister of War said the next meetmg should be reduced to the ‘ fewest 
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possible/ only the actual experts who could speak with authority We cut 
our jparty down to Layton, myself and Knox — ^and then found forty assem- 
bled I It was very dif&cult to make progress, but we did get a combined 
statement of the actual position so far as guns, rifles, ammumtion, etc , in 
charge of the various departments agreed to by all the heads — ^the Grand 
Duke, the Mimster of War, and the Head of the Artillery Department This 
is what we have never been able to get before, and we insisted it as an essen- 
tial, so some progress has been made I represented to the Grand Duke that 
it was impossible to discuss its details m such a gathering, and he will see 
La3d:on and m3rself privately to go through the figures as soon as we have 
sufficiently digested them 

** We have been presented to the Emperor, been to a reception at the 
Foreign Office, and also to the ballet at the Opera House, but between times 
we are gettmg on m various directions, and keeping in the closest touch with 
the French in everythmg So far, I am afiraid it is impossible to form any 
idea as to the progress, but we are domg our best, and now that most of the 
formahties are over and the speeches made, I hope we shall get on with 
busmess 

Letter from Headlam February 8/21, 1917 

** I have seen a good deal of the Russian artillery authorities and 
have no doubt whatever that, as far as the technical part of the work is con- 
cerned, they have little to learn from us In some directions we can probably 
pick up some wrinkles from them As regards the practical application m 
the field, it may be a different question, but that is a matter upon which I 
cannot speak until I have visited the Front • . 

An extract from a report from Hanbnry- Williams may appro- 
pnately be quoted here as showing the internal cross-currents 
that were exercismg their paralysing mfluence — 

From Hanbury-Wtlhams, March 7, 1917 

" I saw General this mommg and found him much depressed 

He said he felt that in his fight for order everyone was against him, but as 
long as he was Minister he would contmue to do his duty He said the dis- 
order on the railways was accentuated by the severity of the wmter, but was 
caused chiefly by deficiency of engmes He blamed the Mimstry of Wa3rs 
on account of the low price paid for engines and for repair , All the 
engme works are private firms, and they defer engme-repair and construction 
for more lucrative work 

** He has come to the conclusion that the metallurgical committee is 
worthless It distributes metal to all factories which have Government orders, 
but those factories have also private orders, and the committee has no check 
on the metal used for the latter The firms make use of their Government 
orders simply to obtam fuel, material, workmen, and devote 50 per cent of 
their time to lucrative private orders. . . " 

The accompanying extracts from Headlamps letters on his 
observations at the Front explain themselves — 

March 12/25, 1917. 

• • • 

“ . . As regards the object of my tour, I have seen sufficient to be 

quite sure that in England generally the tendency is to underrate the abihty 
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of the Russians to handle such artillery, etc , as we may send them I do 
not mean to say that they have developed things to the same extent that we 
have m France, but then their conditions are very different They are cer- 
tainly not the mere amateurs that some people would have us believe 

*' . . The Emperor had left here (Stavka) just before I arrived to 
jom the Empress at Tsarkoe Selo, where the children are ill with scarlatma 
Everyone is very anxious to get them out of the country as soon as possible, 
for, while they are here, there is always the possibility of the extreme section 
proceedmg to violence . 

9/22 

** . The question of whether the Grand Duke Nicholas would be 

allowed to assume command was still in doubt on Thursday On that even- 
ing General Williams had an interview with General Alexaw, and on Friday 
mommg he informed me — 

'* (i) That the Grand Duke Nicholas would arrive that afternoon 

“ (2) That under present conditions it was not expedient that I should 
ask for permission to make another visit to the Front 

(3) That owmg to the arrival of many semor Russian officers, the Stavka 
was gettmg crowded, and it would be better if I moved on to Petrograd • 

“ 9/22 

** 2 On Thursday morning I went, at His H 's direction, to see the 
Grand Duke Serge I found the G D Alexander with him, and noticed that 
both had removed the Imperial cipher from their shoulder-straps, and were 
no longer wearmg the aiguillettes of an A D C to the Emperor 

" They both looked very worn and anxious, but showed great interest m 
all that 1 had to say of what I had seen of the artillery and fl3rmg corps durmg 
my tour And the GD Serge recommended me to visit next the loth 
Army, where I could see all the preparation for an offensive which had been 
made last year After the G D. Alexander had gone the G D Serge spoke 
to me about the present situation, especially as regards the state of the Army 
— ^he did not refer to the causes of the revolution, nor did he mention the 
Emperor 

" He told me that at Petrograd and elsewhere regiments were electing 
their own officers, puttmg m some cases subalterns (m one case a sergeant) in 
command, and makmg the semor officers serve under them He said that 
he himself and the G D Alexander did not know from day to day when 
they might be called upon to resign 

I told him of the extreme orderliness which had characterised the 
demonstration at Kiev, and especially of the punctihous attention to saluting 
officers which I had remarked He was, I think, pleased to hear this, but said 
that It was quite exceptional, and due to the * cleverness ' of the General, who 
had seen what was commg and arranged with the civil leaders to work together 
for the mamtenance of order, 

" 10/23 

'* Late next evening the Grand Duke Alexander was called upon to 

resign. 

10/23. 

** On Friday afternoon the Grand Duke Nicholas arrived , I did not 
see him, but all the heads of the Foreign Missions dined with him, and General 
Sir Hanbury-Wilhams informed me that His Highness had had a triumphant 
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progress through Russia, being received everywhere with acclamations 
To-morrow, it is reported two members of the Government are coming to see 
him, presumably to ask him to resign The position is very critical, and the 
situation of the representatives of the Allies very difficult 

• • • • • 

10/23 

This (Friday) afternoon there was a Republican demonstration I 
met the procession, but found no enthusiasm There were a lot of school- 
boys m front, all very cheery, who saluted me, and, barring two or three 
typical agitators leadmg the procession, the crowd was composed of ordinary 
spectators who had obviously been out for a walk in the sunshine and jomed 
m to see the fun • •" 

Headlam's report at Stavka as to what he saw at the Front is 
as descriptive as anything could be of the misgivings that we had 
previously entertained and of the inevitable and rapid sequence 
of events — 

March 10/23, 1917 

"The news of the outbreak in Petrograd was commumcated to me 
on arrival at Tamopol, on March 2/15, by a Staff Officer kindly sent from the 
Headquarters iith Army But at that time, and mdeed for the next two 
days, little was known of what had actually occurred It was reported that 
beyond a conflict between the mihtary and the police, the change had been 
accomplished with little or no disturbance or loss of life 

" Owmg to some delay in the printing of the Manifesto, the news was not 
communicated to the troops until the day of my departure, so that it was 
impossible for me to judge personally of the effect on the men m the trenches 
But among the officers the feelmg was undoubtedly one of relief that the 
crisis was over, and without more disturbance It is no good disguising the 
fact that the abdication of the Emperor was looked upon as the first step 
towards the ehmmation of all German influences — as one officer said m my 
presence, * Now we shall get rid of these devil people ' There was no sug- 
gestion that the Emperor was personally anything but loyal, but the feelmg 
agamst the Empress was very bitter At the same time no anti-dynastic 
sentiment was expressed The Grand Duke Michael’s succession was wel- 
comed, and many spoke of the possibility of arranging that the Tsarevitch 
should in turn succeed him , while the appointment of the Grand Duke 
Nicholas as C in C was very popular Next to the feelmg that German 
mtngues would be effectively checked, the change was welcomed as leadmg 
to representative government It seemed to be umversally accepted 

that the immediate effect of the revolution would be a consolidation of the 
whole nation m the prosecution of the war, and an enormous development 
of national strength Finally, it was said that the consaousness of at last 
havmg the nation solid behind them would be the greatest encouragement 
to the Army 

• ••••• 

" 3 I left Tamopol on March 5/18, travellmg with an officer who had just 
read the Manifesto to his men — ^he told me that the news was received per- 
fectly quietly, and there were certainly no signs of excitement m the town 
But on amv^ at Kiev the next day we found things very different. The 
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troops were defiling before the General in Command of the District and the 
Local Authorities at the Town Hall, and the streets were thronged Here 
for the first time I saw signs of Republican sentiments There were a few 
red flags, and the statue of Stolypm had the face covered with a red scarf, 
and a placard * Damned Traitor * hung round the neck. Next day the 
demonstration contmued, and the Repubhcan element was certainly much 
more pronounced. The bands played the Marseillaise and most of the 
soldiers-~ofiB.cers as well as men — and the majority of the civilians wore red 
rosettes, while many regiments earned red banners. Some of these had in- 
scnptions hailmg the * Democratic Repubhc,* but more bore simply * Welcome 
to |Freedom,* ‘ The Nation and the Army,* * A National Army,' and such- 
like sentiments At the same time, the bandage and the placard had 
been removed from Stoljrpm's statue, and the most perfect order pre- 
vailed I watched the march past for hours, visited the Central School of 
the Flying Corps and the Arsenal, and did not leave until a midmght tram, 
yet the only dangerous element I saw were a few students evidently in rather 
a hjrstencal state All the shops were open, everyone looked cheerful, and 
there was not the least system of hooliganism The turn-out and disciplme 
of the troops m the streets were excellent, work was going on at the Flymg 
School and at the Arsenal, and the punctiliousness with which I was every- 
where saluted, in spite of the crowd and excitement, was most marked 

*' 4 On the 6/19 1 left Kiev for Megilev, and on the way received the War 
Minister's orders removing the restrictions on private soldiers When 

Count Frederick's saloon was attached to the train at Gomel there was no 
disorder or hostile demonstration, though a considerable crowd assembled 
on the platform 

" 5 Yesterday I had a long talk with a friend of mine, a Russian of&cer 
who has just arrived from Petrograd, where he had been all the time The 

following represents the substance of what he said — 

<« 

" The cry is already to kill Rodzianko, who, the anarchists say, is now 
only thinking of making himself first President of the Republic , and Keren- 
sky, their own socialist representative in the Government, because he is too 
moderate, and they say, now he has become a Mmister, he does not want to do 
more The Government dare not tackle this element because they have suc- 
ceeded in obtaimng the support of the Soldiers — and the Umon is now called 
the Umon of Workers and Soldiers The Soldiers in question are those m 
the depots in Petrograd, not 2 per cent of whom are old soldiers and have 
seen service--mostly youths of 18-19 During the first two or three days 
they looted the food and drink shops, gomg to sleep on the spot when they 
got ^ drunk Now when spoken to they don't know what they are out for 
They are already saying they have done their work in dethromng the 
Emperor and demanding to be given pensions and let go . Not much 
material damage was done in Petrograd, and the offices of the Mimstry of 
were not interfered with beyond the fact that the windows were broken 
and the chauffage pipes cut with bullets, and the great coats and swords 
looted from the haU I But six generals were killed in the streets and some 
police i^pectors are said to have been burnt The sailors of the fleet are 
the most dangerous element They burnt the Admiral alive . his wife died 
ot the shock, and her daughter shot herself. . . ." 

From this time the process of disintegration went on rapidly 

VOL. n. ^ ^ 
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and the following paraphrase of a telegram from Headquarters at 
Petrograd may be given as a concludmg quotation — 

*' I have most depressmg information from various fronts gathered from 
many sources Artillery ammumtion stocks very low and majority of guns 
wearmg out, infantry refuses to attack Food ration very short Officers 
have no authority Disophne purely nominal 

“ I am contmually receivmg delegates from large groups of officers 
They are all glad that authority has gone, but say that it is not now possible 
to carry on duties and that declarations that the war will be earned on to 
a successful end can have no meamng, as the Army is not m a position to 
do so No orders to the men are obeyed unless they choose . " 

We never got to know what had happened to some of our own 
supphes, but the facts were ascertained with regard to the 400 
4 5" howitzers we had sent out after prodigious efforts and after 
much self-sacnfice on our own part. They had been dehvered 
at Archangel and elsewhere several months before , but we found 
that not more than 200 of them had ever been made use of or 
even been mobihsed at all. A large number were found assembled 
together covered with tarpauhns months after they had been received 
and had been wanted so badly by the men at the front Hundreds 
of thousands of tons of stores remamed at Archangel, Muramensk 
and elsewhere Our Russian Alhes regularly asked for more than 
they could get to the front , often more than the men could use 
if they had received them They were short of rollmg stock and 
of transport facihties, it is true, but there was an indescribable 
and obstinate mcapacity to make use even of what facilities they 
had It was maddemng enough to us How much more so must 
It have been to those thousands of gallant, capable men strugghng 
against it in Russia ? If only a ghmmermg of the truth were 
known to the men at the front, there is no wonder that there was 
revolt The plain fact was that an mef&cient and corrupt system 
based upon tyranny and illiteracy had broken down, and no efforts 
of their own best men or the v^ng sacnfice of life at the front 
could bolster it up 
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SHELLS, AIRCRAFT AND OTHER SUPPLIES, 

1917 

Special Effort to establish a Big Ammunition Reserve — Milman — ^Letter from 
Haig — ^Aircraft — Last of the Old Controversies — Cowdray, Carson, Weir — 
Organisation for Big Production — ^Industry and Saence — Transport Supphes 
— ^The Medley of Types — Stores and Accounts — Fmancial Reorganisation — 
Hyde's Committee — The Finance Board — Ross Skinner — Gamsey and Guy 

T his narrative would be very incomplete and without 
]ust proportions if it did not contam a chapter reviewmg 
some of the more stnkmg achievements m production 
^ of the Ministry of Mumtions as the full tide of its activity 

began to flow 

The burden of work cast upon it m many directions has been 
revealed throughout this story , but there were some undertakings 
of the first six months of 1917 that ought to receive separate men- 
tion Some of them were Imown only to the General Staff and 
ourselves — such as the special effort to accumulate an abundant 
reserve of ammmution for the offensives of 1917 , some were 
obvious and pubhc— such as the big scheme of aeroplane pro- 
duction and the provision of railway and transport material, 
whilst others were strictly domestic, but not less important and 
arduous because they related to such unattractive topics as stores 
and finance 

Extra Ammunition 

Towards the close of 1916, when the Army was becommg fairly 
generously supphed both with guns and ammumtion, it became 
mcreasmgly certain that all the earher calculations, as to the num- 
ber of shells a gun could fire per day, and the len^h of life of the 
gun itself in the number of rounds it would ^e, were going to 
be greatly exceeded By December, 1916, we were comfortably 
able to fill, assemble and transport a milhon and a half complete 
rounds per week, but I had serious doubts as to whether, when 
the extra demands of the sprmg came, the amount accumulated 
m France would be sufficient for us to be comfortable that the 
Army had a sufficient reserve I therefore mstructed T^y ton, 
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West and Stevenson to go into this question, and, at a conference 
op December 13, we were all satisfied that we should only achieve 
a proper margin of safety if we made a special effort for three 
months to mcrease the numbers of filled and completed rounds 
of ammumtion. Milman, therefore, as the Controller of the Fillmg 
Department, was instructed to lay his plans for fillmg an additional 
300,000 to 500,000 per week for three months, and Ross Skiimer, 
who had been helping Sothem Holland in Inspection, under- 
took to obtain the rectification of a greatly increased number of 
fuses each week. Milman went into the details with those splendid 
men who were in charge of the different filling and assembly sec- 
tions, and on January 5 it was agreed that we could do it. 

It was an immense undertakmg We had to provide an expan- 
sion m our output m a short time three times as great as the total 
output of early days, and the necessary arrangements were very 
elaborate and detailed. Each ingredient of a completed round — 
the cartridge case, the shell, the fuse, the game and the rest — 
required their own assembly, inspection and filhng arrangements , 
there were also the appropriate ammumtion boxes to be provided, 
and the final assembly, marrjung-up and transport of the com- 
pleted rounds, as well as the arrangements for store and shipping 
The work of a great body of people was involved and, above all, 
a clear-sighted direction at the head It turned out to be fortunate 
that we had taken this action in December, for on January 22 
there was before us a new demand from the War Office putting 
into precise terms the increased shell requirement of the guns 
and the figures of gim replacement and addition These latter, 
added to the burden already undertaken for providmg guns for 
merchant ships, meant a great expansion of the previous pro- 
gramme of work By that time, however, Milman and his men, 
workmg on the supplies Glyn West had not failed to provide, were 
ready for it. 

There were two features of the supply 0/ this spring that were 
more or less new. One was a greatly increased proportion of 
smoke shells, and the other of instantaneous fuses In early 1916 
a high proportion of the fuses asked for were of the delay action 
t}q>e, as a result of which the shell buned itself m the ground and 
made a deep crater, blowing up entrenchments or dug-outs, as 
the case might be. One effect, however, was, as on the battle- 
fields of the Somme, that the whole landscape became impas- 
sable, with tens of thousands of craters full of puddle and slush, 
and there was much resulting immobilisation of the Army that 
had to pass over the shell-tom ground The bearing of this upon 
the use of tanks has already been commented upon, but the delicate 
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instantaneous fuses that were produced in the spring of 1917 
produced a desolating effect along the ground, without the for- 
mation of such deep craters, and the demand for them was very 
great. 

Putting aside technical details, it is sufficient to say that m 
the first three months of 1917 the men at the Ministry, and the 
people In every factory from management to workpeople, threw 
themselves with tremendous enthusiasm Into this extra effort. 
Everybody knew that we were trying to give the Army a generous 
supply for the sprii^, and everybody, from Milman, at the head, 
down to the girls in the factories that packed and marked the 
ammumtion boxes— managers, men and everybody — ^worked with 
tireless zeal and energy, and with a new gladness. Somehow the 
feehng was different from the days of our early struggles. We 
knew in those first months that we were struggling to make up 
deficiencies, but, now, everybody had a sort of happy feelmg that 
they were providing " Tommy " with an extra generous supply, 
and that he would be delighted and perhaps surprised m the coming 
time of trial to find this inexhaustible and ready store behmd 
him Towards the end of March, General Furse, the M G.O at 
the War Office, had to ask us to moderate our supphes. It was 
the first time we had ever had such a request. Our weekly output 
was then 53,000 tons of filled ammumtion, but the other demands 
on transport were then makmg it impossible to move more than 

46.000 across the Channel each week (a fortmght later only 

35.000 tons could be earned for some weeks), so that at long 
last we had seen the day when the Army authorities had come 
to us and said, " Hold 1 Enough 1 " 

It so happened that about that time two documents came to 
me which I greatly prize One day Milman sought an interview 
with me, and I found that he and some of his chiefs had come 
to make me a little present. It was in the form of a memento 
of the special filling effort. Both Milman and his colleagues were 
qmte shy about it, and the last thmg that seemed to emerge in what 
he had to say on behalf of his colleagues was that they themselves 
had done ^his very great thing The memento is reproduced on 
the next page, and speaks for itself. , 

The other paper that came sdong at the same time was a letter 
which the generous supply had prompted Field-Marshal Haig 
to send on his own account (see page 87) One felt, anyhow, 
that, however the mumtions might be used, as mumtion-suppliers 
we had made good. I was greatly touched by Haig's letter as a 
personal and unsolicited one to myself, but, knowmg as I did that 
the people m the factories had been workmg at great pressure for 
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Qkkbral Hsad QuABnas, 

BarriBH A&mucb nr Feabcb. 

Bth April, 1917 




I am writing to thank you and your 
Staff for the euoceeaful efforts which hav© been made lately 
to provide Increased numbers of Smoke Shell and of Special 
!^i^ee, Aa you know X attach great Importance to a good 
eupply of No.lOfl Puzee, and I know l can rely on you to do 
everything In your power to give me all I require 

U 

Right Honorable Dr 0 Addison, 

Ministry of Munitions. / ** 

Whitehall, s.w, ' 
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a long time and with remarkable enthusiasm, I asked him, if the 
results of the am m u n ition justified it, to write me a letter that 
could be issued or reproduced in the munition shops, and especially 
where (as in the provision of extra supphes of chemical shells) the 
people had been working not only at a great strain, but at consider- 
able personal nsk At the beginmng of May, Haig responded 
with the accompanying letter (opposite page) which he asked me 
to pubhsh as it was, and it gave deep satisfaction everywhere 

The Provision of Aircraft 

It has already been told how, after months of hagghng, 
disputation and uncertainty, the Ministry of Munitions was charged, 
towards the end of 1916, with the duty of suppljung aircraft 
The decision had been taken only just before the break-up of the 
Asqmth admimstration, and I remember that I had a shock on 
the day that we kissed hands on our new appointments, when 
Curzon came to me and said he had been thinkmg that the decision 
ought to be reconsidered Curzon is nothmg if not logical, and 
this was, I think, the only occasion on which I have ever known 
him want to go back on a carefully considered decision , but as 
Chairman of the Air Board, and perhaps with the additional fascma- 
tion that the subject had acquired in his controversies with Balfour 
as First Lord of the Admiralty, he had conceived a special affection 
for the subject I explained to him that we had already got a 
strong body of men under McDougall Duckham’s chairmanship, 
considermg ways and means of big-scale manufacture, that the 
decision to centralise production was clearly right whoever had 
the job, and that it was too late to go back upon it I was told 
afterwards that he brought up the subject with the Prime Minister, 
but he gained no support It was the last flicker of an old dis- 
pute, except that, early m January, we had flesh-creeping reports 
through General Brancker of the misgivmgs of the aircraft men 
that these civilians would not turn out the right kind of article 
It ivas the old story, and it found us very unresponsive As a 
matter of fact, the chief impediment in the way of any large-scale 
supply had been the enormous multiphcity of t5q)e resultmg 
from too much expert zeal unchecked by practical considerations. 
Contmual modifications and improvements were unavoidable m a 
new arm of this kind, and experiment and research on a generous 
scale were required, but the figures that were supplied to me by 
Lord Weir early m January revealed, perhaps, more strikingly, than 
an5dhmg else could have done, what the thing was that, apart 
from divided responsibihty for production, had stood in the way 
of large-scale supply. 
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GsKEBAXi Head Quabtbbs 

Bbitibr ARMin im Framcb. 

iBt May, 1917 


1 have written offioially to the Army Council 
with referenoe to the good behaviour of our Artillery 
equipment and ammunition dtiring the recent operations 

The Whol-e Army appro oiatee the great efforts 
which are being made by the workers to supply it with 
all its needs not only in guns and ammunition but also 
in riflea and other munitionst aircraft » tanks » transport 
&o » and 1 know^tt,oan rely on all workers at home to 
maintain these efforts so that the Army may laok nothing 
during the further fighting which lies ahesd 


Right Hon Dr 0,.Addlson, 

Ministry of Munitions of War 
Whitehall Place, 

LONDOH, ^ W« 
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At the end of December, 19x6, it appeared that there were 
9,483 aeroplanes on order for the Army and Navy together, and 
that, after allowing for overlappmg of t3^pes between the services, 
there were no less than 76 different kmds bemg made, and along 
with them there were some 20,000 engmes on order of 57 different 
types. 

There were three circumstances that enabled us to cut our 
way through the tangle of overlapping orders and complexity in 
design that beset this subject, and they were, the appomtment of 
Lord Cowdray as President of the Air Board, the action of Carson 
as First Lord of the Admiralty, and the men who had charge of 
the Aircraft Production Department. The followmg diary note 
may be of mterest as rdatmg to the appomtment of Cowdray — 

Saturday, January 6, 1917 

'* In the afternoon L G sent for me, and, after talkmg various matters 
over connected with the Liberal Party, etc , he told me about some dreadful 
tales that had been spread about as to the disaster which would occur through 
the transfer to us of aeroplanes I told him of our meetmg on Friday after- 
noon, December 29, with Carson, Stanley, Duckham and others, and said I 
thought it had resulted m a good working arrangement being fixed up, and 
that another meetmg that mommg at the Ministry had advanced matters 
He deaded to send for General Brancker I also sent for Duckham When 
Brancker arrived, he was m a very hopeful mood, and said that after the con- 
ference this mommg he thought a satisfactory scheme was bemg arranged, 
and m fact made light of the dreadful tales which L G. had heard 

" I also had a discussion with L G. as to the Air Board Presidency, and I 
can claim the sole right of parentage m the suggestion of Cowdray which 
L G immediately seized on as bemg a good one Anyhow, I was told that he 
had him hauled out of his bath that mght to appomt him Air Minister ” 

The reason for suggestmg Cowdray for the Air Board was because 
it seemed to us that what was wanted at that time was not a special- 
ist, but someone who would take a big view as to the organisation 
of a department. In Moir and Pearson we had had good samples 
of the kmd of men this great firm had on their directorate, and 
from what I knew of Cowdray I thought that if we could get him, 
he was the man required. Anyhow, it did not take him many 
minutes to decide, although the tdephone message from Downmg 
Street was told him m his bath. Like other big men of busmess 
in those days, the State had only to say that it wanted him. He 
was m harness the next mommg, and no one could have been 
more helpful than he was in helpmg to steer a straight course 
through the cross-currents of prejudices and difficulties, personal 
and techmcal, that had arisen dunng the long aircraft controversy. 
Cowdray had no prejudices , he saw at once the desirabihty of 
being able to devote himself and his staff to the organisation. 
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training and equipment of this new and highly specialised force, 
without becoming involved m the innumerable difl&culties attachmg 
to the organisation of a supply service that would find giant 
competitors already in possession of much of the field. Generals 
Henderson and Brancker, as the Chiefs of the Air Service, had a 
difficult task m helpmg us to get some greater measure of simplifica- 
tion m t3q)es, both of aeroplanes and engines. 

On the Admiralty side Carson played somewhat the same 
part as Cowdray. Admiral Jelhcoe was obviously voicmg the 
opmions of some of his own men m making a great fight agamst 
the Mimstry becoming responsible for the supply of seaplanes. 
If the supply of seaplanes at that time had been generous 
and adequate, there might, perhaps, have been somethmg m it, 
but seeing that they were grotesquely short of requirements, 
there was no justification whatever for it apart from the fact 
that the distmctions as to planes and engmes were obviously 
unsubstantial 

Carson took the same line as he did on mmes, to this effect 
“ If we are going to do this thing, let's do it heartily. If one 
body of men are gomg to be responsible for the output of 
these machines, let them be responsible and do not let us have 
anybody else cutting into them from the side." The last objec- 
tion to the transfer was on the ground that if a naval 
officer were transferred to the Supply Department he would 
lose status I am afraid I pointed out to Jelhcoe with some 
asperity that if we could have several Major-Generals from the 
Army attached to us without their losing status, why couldn’t 
we have a Commander from the Navy ? If it was possible to lend 
an Admiral to the Greek Fleet without his losmg status, surely 
it was possible to send an officer across the street to another British 
department without any degradation. There is no disguising 
the fact that there was a fairly sharp passage of arms as to this 
completion of the transfer of aircraft production, but Carson was as 
clear and firm as he always was in matters of this sort. Here, 
agam, however, when a thmg was done, it was done ; and the 
workmg between us after the decision was taken was as hearty 
and harmomous as it could be. 

The third and most important group of pei^ns concerned m the 
successful inauguration of aircraft output on big Imes were the men 
in control of supply. I had referred the matter to the Mimstry 's Ad- 
visory Committee, and they thrashed out a scheme of organisation 
On the Committee’s advice I asked Mr. William Weir (Lord Weir) 
to come down from Glasgow to take charge of aircraft supply. 
Up to that time he had been our Director of Mumtion Supply 



POLITICS FROM WITHIN 


92 

m Scotland, and we had seen a good deal of his cheery and vigorous 
per^nahty m the OfiBice He had felt the labour troubles on the 
Clyde very much — and who had not ? — and I thmk he was dehghted 
at the opportumty that this new work afforded, for he rejoiced 
in a task that involved workshop organisation and techmcal know- 
ledge. 

Stanley (Lord Ashfield), who had previously had charge of 
motor-engine supply, had left us to go to the Board of Trade, 
and Mr Percy Martm, the Managing Director of the B S A , came 
in to take complete charge of the production of internal-combustion 
engines of all types, whether they were wanted for aeroplanes, 
motors, tractors or for any other purpose Weir had great know- 
ledge, and it was largely through his friendly co-operation with 
the speciahsts of the Air Service that we soon came to have a 
reduction in the number of types required, together with a 
progressive improvement of those tjq>es themselves It mvolved 
much shufflmg of orders and of work, for the complications 
of odds and ends of orders as they existed at first were most 
bewildenng It was not very long before Weir and Martin had 
got the different expert engme-producers of the country workmg 
in groups, more or less on the prmciple of, one shop one type 
of engine 

I myself left the Ministry of Mumtions In July, 1917, and have 
no special first-hand knowledge of what happened after that time 
In 1918 Weir ceased to be Controller of Aircraft Production and 
became Secretary of State for the Air Force; but long before 
July, 1917, the imtial difficulties had been overcome, and we 
were well on the way to big production. The average monthly 
output of aeroplanes for the five months ending February 28, 
1917, had been 670 per month, agamst a reqmrement of 1443 , 
but by midsummer, 1917, Weir was able to undertake an output 
much m excess of the former requirement The seaplane figures, 
although small, grew in similar proportions , for the five months 
up to the end of February they had only averaged 19 ; but the out- 
put had risen to 53 for May, and afterwards steadily approached 
requirements. 

The troubles in aeroplane production were much shorter on 
the whole than with many other types of mumtions, even in- 
cludmg machine-guns, and the shops rapidly became so organised 
and arranged, and the work was so well ‘ihrected, that increased 
output and improvement of type could be confidently coimted 
on 

The development of aircraft necessarily brought other manu- 
facturing problems along with it. It added another to the already 
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heavy demands for machine-guns, although by that time, thanks 
to Moir’s arrangements planned m the autumn of 1915, there 
was no special difficulty in meeting it. 

Perhaps the most difficult and technical of all the associated 
tasks was the demand for optical and scientific instruments The 
artillery programme and many other branches of our work had 
led to the creation of a strong section under Mr A. S Esselmont, 
for the supply of these things, with Mr F. J Cheshire in charge of 
scientific and technical matters, but as the photographic work 
of the scouts and observers developed, and as the machmery for 
aeroplane reports and commumcations became more and more 
elaborate, the section was compelled to undertake the supply of 
all sorts of instruments for which the demand had previously been 
small or in some cases non-existent 

I do not know that the war provided many better instances 
of what British industry can do if the task is put to it. It was 
an ideal example of the co-operation between scientific research 
and manufacture It transpired that, although in many cases we 
had not the formulae to begin with, we could, through this ideal 
working alliance, discover the formulae and make in this country 
any form of glass or scientific instruments of at least as good a 
quality as any that we had been accustomed to import from Ger- 
man or Austrian sources The reasons for this success are to be 
found, first, m the necessity of the case, but more still because 
a sort of central clearing-house of need was established along with 
an organisation that enabled us to place at the disposal of the 
manufacturers a wealth of knowledge and research facihties that 
were quite beyond the capacity of many individual firms to provide 
for themselves We proved also that the thing could be done 
without any man losing hold of the rights and benefits arismg 
out of his own enterprise or ingenmty How far the case is now 
being met by the organisations set up by the Council of Scientific 
and Industnal Research, I do not know, but no better illustration 
could be afforded of the immense possible usefulness of an mstitu- 
tion that has no particular axe of its own to grind and can serve 
the interests of mdustiy generally. 

Railway Material « 

Reference has already been made to the task allotted to Moir 
in 1916 as the suppher of transport material for the armies of 
France and elsewhere, but if the student of the future should want 
an illustration of the advantages and drawbacks attachmg to a 
not of mdividuahty, he could not do better than obtain the papers 
relating to this subject Moir could not hope to deliver aU that 
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was wanted by new production alone, and he had to obtain what 
contributions he could in locomotives, rails, trucks, etc , from the 
stocks existmg at home or in the Domimons A hmited number 
of types were required in France, but great quantities of the types 
selected, and it was rather hke lookmg for a needle in a haystack to 
search about amongst the bewildenng vanety of existing patterns 
to find contnbutions that would serve the purpose. The varieties 
m gauges, weights and t3q)es of rails were bad enough, but when 
It came to railway trucks the case was worse still We had to 
obtam a great number from amongst those owned privately as 
well as from those owned by the railway compames In December, 
1916, I had a meetmg with the pnvate railway-truck owners at 
which they undertook to co-operate with us m trymg to find us 
10,000 out of their stocks by March, and another 10,000 later 
A vanety in the tonnage of trucks is no doubt necessary m different 
trades, but the medley that was brought before us in the returns 
from at home and abroad was the despair, not so much of amateurs 
hke myself, but of the experts in transport who had charge of the 
busmess. Trucks used for the same purposes m different places 
were of all vaneties of tonnage — some could be used on one type 
of sidmg, and others could not , some would pass certam platforms, 
and others would not , some opened on one side and some on the 
other , some at one end, some at the other It was impossible to 
make the transport arrangements of the Army to smt all this medley 
of patterns if anythmg hke promptitude in loading and unloading 
was to be achieved. In stnvmg to extract the agreed 10,000 
trucks, economies in use had necessarily to be sought for, and 
the revelations of waste in this direction were even worse than in 
the needless vaneties of pattern. I remember, for example, on one 
occasion a great savmg was effected in the use and mileage of trucks 
concerned with the carnage of oil supphes It had been the custom 
to send certam supphes from Western English ports to trawlers 
and other light vessels used by the Navy m the north-east of 
Scotland, whilst supphes of identical petroleum from the Scottish 
shale-oil fields were sent regularly to the Enghsh Midlands Each 
set of trucks was accustomed to do one of these journeys of hundreds 
of miles empty. It was a fairly obvious economy to send supphes 
as far as possible from the Western ports to the Midlands and 
from the Scottish shale-oil fields to Aberdeen and elsewhere. I 
must resist the temptation of entenng mto a discussion of the case 
for or against the State control of railways, either directly or through 
a group system, but an5dhmg more utterly wasteful and extravagant 
than the system which Moir's undertakmgs compelled him to reveal 
It would be impossible to imagine 
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Finance and Stokes 

There were two other subjects that gave us much concern at 
Mumtions m the early days of 1917 to which I must devote a few 
paragraphs, although in any form they are somewhat dry and 
difficult to present m an mterestmg way. Reference to finance 
also compels me to remember that an influential section of the 
Press made it its busmess for a long time to descnbe me as a " super- 
squander maniac,*' although it can, I thmk, fairly be claimed 
that I was more responsible than any other man for the mtroduction 
and apphcation of the Costmg System which saved us so many 
milhons dunng the war. It is necessary, therefore, to be on one's 
guard m descnbmg the arrangements introduced early m 1917 
lest they should be presented m a form that might seem to suggest 
an attempt at self-justification. 

Havmg administered this necessary caution, some glance may 
be taken at the important work on financial matters done at that 
time by different groups of men The Mimstry of Mumtions had 
become not only the biggest purchasmg organisation m the world, 
but also the largest selhng and distnbutmg agency. As the pressure 
for mcreased production became more and more acute, we were com- 
pelled to depart from the ongmal method of purchasmg completed 
goods from contractors, and encourage the production of different 
parts by smaller contractors. This necessitated the assembly at 
different centres of metals, materials and other stores that were dis- 
tributed therefrom, or through contractors' stores, to the different 
manufacturers Coincidently with this there had grown up a very 
large business in the transfer of partly fimshed goods from one 
contractor to another The old system of centralising stores 
and accountmg at Woolwich was msufficient from the start, 
and during 1915 and 1916 storehouses, mspection centres and 
warehouses were rented, adapted or rushed up throughout the 
country at break-neck speed The management and checkmg of 
this immense busmess, involvmg milhons of transactions each week, 
became an ever more difficult and comphcated task. Goods sup- 
phed by us necessarily affected the amounts paid to contractors on 
account and introduced a senes of transactions dependent upon 
and related to, not only the orders given, but the operations of 
the distnbutmg and selling departments. The system of book- 
keepmg and store-keeping had been subject to a number of modifica- 
tions and improvements dunng 1916, but I was impressed with 
the fact that, now that the Ministry was a great gomg-concem, we 
ought if possible to overtake the arrears that had accumulated m 
the early scrambles and have a system in the future which would 
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secure a more rapid clearance of accounts I therefore remitted 
the whole subject for thorough investigation and advice to Mac- 
dougall Duckham's valuable Advisory Committee, ^ and on their 
advice, and on what arose out of it, a number of important systems 
were estabhshed, some of which ought to apply m peace-time to 
those Government departments that have extensive purchasmg 
responsibihties. At the head of it all a small standing committee 
of bankers and financial experts was estabhshed to have constant 
oversight of the financial relations of the Ministry. This body 
consisted of the foUowmg gentlemen — 

Sir Clarendon Hyde (Chairman), and 
Sir Herbert Hambhng, of Barclays Bank, 

with the assistance of Mr David H Allan, the well-known char- 
tered accountant, and of Mr. F. Redfem, Junior. Sir John Mann, 
as Assistant Financial Secretary, and Sir Owen H Smith, who 
dealt with Controlled Establishments and Mumtions Profits, were 
attached to their committee This body dealt, for example, with 
the relations between the Ministry and the Inland Revenue and 
the Treasury and with the numerous questions that arose out of 
the Mumtions Levy and the Excess Profits Duty, the financial 
side of the iron-ore scheme, the extent to which we could profit- 
ably investigate costs of production, the arrangements for the 
central buying of stores, the allowances on capital for mcreased 
output, for machmery depreciation and kindred topics 

Secondly, working in the Ministry itself, a Finance Board 
was set up that dealt with strictly domestic finance questions 
This body consisted at that time of — 

Sir John Mann (Chairman) 

Mr O T Barrow, C S I 
Sir S Dannreuther, C B 
Sir P G. Hennques 
Mr M Webster Jenkmson 
Sir H G. Judd 
Sir F Palmer, C.I E 
Su: J. Wormald. 

^The Advisory Committee at that time was constituted as follows — 

Sir Arthur M Duckham, KCB (Chairman) 

Sir J Stevenson, Bart (Vice-Chairman) 

Sir Frederick Black, KCB 
Sir Stephenson Kent, KCB 
Sir Samud H. Lever, KCB 
Sir Ernest Moir, Bart 
Sir Alexander Roger. 
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This group of heads of departments — ^to take the topics at 
random that came up at one of their meetings — dealt with 
lead and copper pnces, the form of contracts, the contracts for 
the supply of railway materials and their cost, the purchases 
of cement mcludmg a careful examination of what would give a 
fair profit to the associated cement compames as revealed by the 
report of an independent accountant who had gone into the matter 
on our behalf and on behalf of the War Office, the mode m which 
payments should be made to contractors erecting factones, and a 
number of other topics that different sections of the Mimstry 
brought up as important in the course of the weekly work 

On the Store and Accounting side, complete control of our 
innumerable stores, bonds, warehouses and the rest was made 
over to Ross Skmner, with Major the Honourable L H Cripps as 
his Chief Assistant, and it was their task to establish a system 
of store-keepmg, book-keeping and accounts throughout them all 
which would, so far as possible, keep us clear for the future 

Two other men, namely. Sir Gilbert Garnsey (of Messrs Price, 
Waterhouse & Co ), and Mr J H Guy (formerly with the Amencan 
branch of the same firm), were given a distasteful and prodigious 
task, full of dull and unattractive routine , but, as the event proved, 
worth many tens of millions to the British Treasury Their business 
was to clear up all the arrears m accounts that had accumulated, 
whether by omission, lack of double entry or otherwise, in the 
accounts of our buymg and selhng transactions from the autumn 
of 1915 Van-loads of papers and a considerable staff of the in- 
evitable and undeservedly abused clerks were essential for their 
purpose, and subsequently they occupied the ground floor of the 
National Gallery for the conduct of their operations I think 
that afterwards this enterprise, which yielded so handsome a return 
as the result of tracmg goods m transactions that had already 
amounted to some £700,000,000, was subsequently distinguished 
by a pat on the back in the records of the Public Accounts 
Committee somewhere, and I know that the Controller and 
Auditor-General commended the enterprise, but I am qmte sure 
it never attracted as much pubUc attention as did the employment 
of three extra charwomen in the Mimstry of Health in 1920. 

It was no one’s fault that in the helter-skelter rush of meet- 
mg war reqmrements a mass of accounts and memoranda had 
accumulated which there had not been tune to check and compare. 
Thousands of stores, from the raw material to the fimshed 
article, had been supphed to this firm or that in the endeavour 
to scrape together as many completed rounds of ammumtion as 
possible by a given date and the accounts had not been cleared 

VOL II G 
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and compared at a corresponding rate, so that the cred 
due to us for goods supphed was not set agamst the debts coi 
tracted A great clearmg-up was mevitable We had at oi 
command the very best men in the accountmg world, and I do m 
think that anyone of them ever refused to come in and hel] 
and scarcely any of them would take payment They slaved awa 
in back rooms, amongst heaps of papers, for months and month 
and the only thanks that most of them ever got — save that son 
of us personally did our best to thank them — ^was to read m tl 
newspapers the noxious piflEle that men like Banbury parade befoi 
the House of Commons in the name of economy 
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HELP FROM THE DOMINIONS, AND THE 

empire’s undeveloped resources 

The Canadian Shell Committee — General Hughes — Mission of Hichens and Brand — 
The Imperial Munitions Board — Sir W J Flavelle — Members of the Board — 
A Great Achievement — Australian Contributions — Mr Hughes — Immense 
Resources msufl&ciently Used — The Author's Proposals, April, 1917 — The 
Imperial Conference— The Imperial Mmeral Resources Bureau — Undeveloped 
Resources at Home — Lionel Phillips — ^Need of Effective Mines Department — 
The State and Private Enterprise — Phillips's Recommendations — The 
Opimon of his Advisory Committee— The Opportumty still Present 

B efore leavmg the class of topic dealt with in the preceding 
chapter and turning to political matters, something should 
be said of the magmficent contributions to mumtions 
supphes rendered by the Dommion of Canada The 
difficulties that we experienced in obtainmg assistance of a 
similar character from Australia and from other Dotmmons and 
Dependencies, were not simply of a geographical nature , they 
revealed defects in the impenal policy that has hitherto been 
pursued that were of a singularly humihatmg kind It is appro- 
priate, therefore, to incorporate with this chapter some outline of 
the efforts we made to compensate for those deficiencies and of the 
men who participated m them 

The novel developments of the civihan side of the war m Canada, 
as at home, brought out a number of men who suddenly found 
themselves called upon to bear new and vast responsibihties They 
were equal to the task , they discharged it with honour and credit, 
and were glad when the end came to be allowed to resume the ways 
of qmet work Just for a short time they emerged into pubhc notice 
out of that vast throng of busy people who make up the Bntish 
Empire They are there still. They are not to be bought with 
money. They gave us hvmg proof that service m a worthy cause 
IS the only pnce that is sufficient for them 

The story of the effort to meet the war demands was similar 
in Canada to what it was at home, and a brief sketch should 
be provided of what developed from a small beginning to a 
many-sided enterpnse with ramifications and agencies all over 
the Dommion Towards the end of 1914, Lieut -General Sir Sam 
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Hughes, then Canadian Minister of Mihtia, obtained the sanctioi 
of Kitchener to try and produce i8-pounder shells, although 
except for the production of rifles and their ammunition, there wa‘ 
no part of the Dommion in which mumtions were produced. Bu1 
Canada was already a great steel-producer, and to the very enc 
sent us substanti^ contnbutions of that much-clamoured-foi 
material Hughes deserves high credit for his conception of thi 
possibility of buildmg up m Canada an organisation which woulc 
enable them to supply us with mumtions, m addition to men, fooc 
and raw material He formed a body, which was known a‘ 
the Shell Committee, and it carried on until November, 1915 
It had its early struggles and a multitude of critics just as 
we had at home, but by the summer of 1915, when the Britisli 
Mimstry of Mumtions came into existence, it had overcome man> 
of its early difficulties But it was not quite the right kind oi 
organisation to enhst the full measure of Canadian productive 
capacity On July 12, Sir George Perley, the Canaan High 
Commissioner, entertained some of us at dinner to meet Sir Roberl 
Borden and Hughes Borden in his firm qmet way and Hughes 
with Celtic fervour were emphatic that there were still vast un- 
explored possibihties, and that wider powers were required In 
October, we sent Sir Fredenck Donaldson (who had previously been 
Head of Woolwich) to Canada and the Umted States to explore the 
possibihties of big gun and heavy shell manufacture Rhondda 
also, whom Lloyd George had sent over to the Umted States, ex- 
tended his journey to Canada to report on the business side of what 
was reqmred. He could not, however, spare sufficient time from 
his other mission, and we appointed two men — Mr Lionel Hichens 
(Chairman of Cammell Laird & Company), and the Hon R H 
Brand — ^to be our Special Commissioners in Canada They fur- 
nished, I think, a pattern of how such a mission should be conducted 
They worked qmckly and smoothly, and their recommendations dis- 
played extraordinarily accurate foresight of the best way of meeting 
the future necessities Hichens had responsibihty for the con- 
tracting and manufactunng side, and Brand for finance. They 
were, I beheve, old fnends , anyhow, they designed a scheme which, 
with no substantial modifications, proved to be capable of almost 
mdefimte extension On November 24, Hichens cabled his final 
recommendations, and within a week from that date, with the full 
consent of the Home Government, of the Governor-General and the 
Canadian Ministry, the Shell Committee was wound up and relieved 
from all liabihty, and the Impenal Mumtions Board came mto 
being 

1 am not gomg to examine in detail all the difficulties that had 
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to be surmounted in order to secure a scheme that was welcomed as 
this was from one end of the Domimon to the other. As a piece of 
diplomacy it was first-class, but, as a busmess machine, that which 
Hichensand Brand designed was admirable. The real issue was as 
to whether the Canadian Government should itself undertake direct 
responsibility and constitute a Canadian Ministry of Mumtions as 
we had done at home, or whether the British Ministry should estab- 
lish an organisation m Canada directly responsible to itself The 
Canadian Government preferred the latter plan, and its success 
depended upon getting the right personnel, for it was to be, in effect, 
a branch of the Home Government charged to work with the 
Canadian Government and with Canadian producers. With such a 
far-distant agency and with such wide powers no amount of paper 
schemes, however perfect, could ensure success It could only 
depend upon getting the right men in charge, and particularly upon 
the chief man 

I do not know how the suggestion first arose that Sir Joseph 
Flavelle, Bart (then Mr J W Flavelle) should be the Chairman , 
it came to us from Hichens, but I beheve that both Borden and the 
Governor-General had a hand in it Whoever deserves the credit, 
deserves a lot, for its consequences were vast and valuable Flavelle 

is much more than a great business man — ^although many-sided at 
that — ^he proved to be a diplomatist and a leader of men, and it is 
worth while saying a little as to who he was In his first cable, 
Hichens told us that he was " a leadmg man of business in Toronto, 
of high standing and proved capacity ” His appomtment was 
very akin to many that we made at home He had had nothing to 
do with the production of munitions, but he could pick men and 
had the right conception of successful organisation. For twenty- 
seven years he had been General Manager and President of the 
Wilham Davies Bacon Company, a concern that is, I beheve, 
one of the largest of its kmd in the Empire. He had jomed with 
this the Directorship of the Canadian Bank of Commerce, on 
the Board of which he had served for twenty-four years, and the 
National Trust Company had similarly been developed under his 
Presidency. He had also foimd time to act as Chairman of a Royal 
Commission to report upon a scheme of orgamsation for the Toronto 
University I was told that before the war he ^ad dechned the 
> offer of a kmghthood, and I know that he only accepted the honour 
f of baronetcy later on because it would have made it impossible for 
any of the members of the Board to accept honours if the chairman 
‘ had refused He was fortunate enough to see his work through to 
4 the very end, and I have before me as I wnte a copy of the very 
last mmute of the Impenal Mumtions Board, dated August 17, 
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1921,, in which, having wound up all outstanding commitments, he 
and his colleagues sent m their final report and rehnqmshed their 
office. This modest and conspicuously able man was appointed by 
Hichens, on our authority, as Chairman of the Imperial Mumtions 
Board of Canada on December 1, 1915 

It passed as an item m the day's work and occupied a hne in my 
notes So it often is We haggle and struggle for days or weeks 
over issues which m the end lead sometimes to results of little con- 
sequence, and m an hour or less, without fuss or without special 
importance being attached to it, some decision is made or course of 
action decided upon that is momentous in its results The success- 
ful Mimster is he whose decisions are mainly wise and who distm- 
gmshes the vital from the immaterial He sometimes is the worst 
and the most mischievous who havers about and decides nothing 
Whatever may have been the mistakes of those of us who survived 
the ordeal of the war, its daily stresses and urgencies soon made 
short work of the mvertebrate class 

The output of shell from Canada in 1915 had almost exclusively 
been the result of the work of Hughes and the Shell Committee, and 
it totalled 5,250,000 shell cases (mostly i8-pounders) at a time when 
shells were very scarce — and the great after-developments should 
not bhnd us to this precious contribution The task before the 
Imperial Mumtions Board was to develop production over a much 
wider field, and, notwithstandmg their lack of trained engmeenng 
personnel, it was vastly simpler than that which confronted us at 
home. They had not the same entangling network of labour diffi- 
culties, of traditions, of trade and workshop agreements that had 
either to be set aside or modified , nor had they to confront the 
mnumerable other questions that necessanly arose m a complex 
mdustrial manufacturing country like our own They had a clear 
field , but they had a prodigious handicap in the shortage of men 
who had had experience in the class of manufactures that they now 
set themselves to produce On the other hand, they had the advan- 
tage of learning from our experience at home as to the best way of 
mobilismg the small producer , but their geographical and transport 
problems were altogether greater than our own Four of the mem- 
bers of the Board gave their whole time to the work They were 
Flavelle , Sir Charles Gordon (previously Vice-President of the Bank 
of Montreal), who was the Deputy-Chairman , Mr F Perry, who 
was the Financial Member of the Board , and Colonel David Carnegie, 
who had previously worked with the Shell Committee, as technical 
adviser. Very shortly afterwards, also, Mr E Fitzgerald was lent 
by the Canadian-Paafic Railway, and became the Head of the 
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Contracts and Purchasing Departments and Flavelle’s assistant. 
General Alexander Bertram, who had previously been a member of 
the Shell Committee, became Vice-Chaurman of the Board, and its 
three other members were Mr. G. Dawson, Mr. J. A. VaiUancourt, 
and Mr E R Wood. 

These men set to work much in the same way as we had done 
at home. Fitzgerald’s position was akm to that of Sir Frederick 
Black at home, and Colonel Carnegie to that of General Bingham 
As production grew they had the same kmd of difficulty with mspec-^ 
tion that we had, and in 1916 we sent out Bngadier-General W. E. 
Edwards to orgamse and speed up mspection With Lieut -Colonel 
Ogilvie, as his Second m Command, he was just as successful as 
Sothern Holland and Ross Skinner at home 

In cost questions and finance they had the unspeakable advan- 
tage of oiiT own successful system, but they had to supervise prices 
from all sorts of raw materials m mine or forest to the fimshed article 
in workshops throughout that vast territory Mr George Edwards, 
the semor partner of a leadmg firm of accountants, became the 
Head of the Finance and Accounting Branch His duties were 
akm to those of Hardman Lever at home, but I never ceased to 
envy Edwards on account of the much cleaner start he had He 
managed to orgamse a complete accounting system accompamed 
by a continuous audit, and therefore never had to face the arrears 
of stores accounting which Guy and Garnsey had to take over here 
in 1917, when a million articles were coming mto our store accounts 
every day But when all this is allowed for, the result of the finan- 
cial workmg of the Imperial Mumtions Board stands out as one of 
the cleanest bits of work that I know of in any War Department 

The general scheme of the Board was to take a fixed price, as 
already explained, and we allowed them three-quarters of i per cent, 
for their admimstrative charges and 2 J per cent for meetmg the cost 
of mspection The actual cost, however, of the inspection proved to 
be only 2 i per cent , and the admimstrative expenses of the Board 
were only half of i per cent The system of costs adopted enabled 
the Board to save 19,000,000 dollars out of the estimates on the 
fixed basis This surplus covered all their obhgations for com- 
pensation on the cancellation of contracts at the end of the war, 
and sufficed to meet the losses through the disposal of raw material 
and stocks on hand The result was that, in iendmg m his final 
report, Flavelle was able to say that they had closed up all their 
obhgations and returned a surplus of 5,000,000 dollars to the 
Treasury It was the result of an efficient system of finance and 
costing 

After Flavelle’s Board had overcome their imtial difficulties. 
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they went ahead as quickly as we did at home , but in 19x7 we had 
to put' the brake on because, as already told, we could not ship 
their products owing to the shortage of shippmg The 5,000,000 
“ shells " of 1915 became 20,000,000 in the following year, and would 
have shown a similar mcrease m 1917 could we have taken them 

About the middle of 1916, notwithstanding the usual dismal 
prognostications of the experts, the comphcations of fuse manu- 
facture had been overcome, and, thanks to the enterpnse of Gordon, 
a special factory in Montreal was turmng them out at the rate of 
30,000 a day by the middle of 1917 This factory was rather 
exceptional in the Canadian scheme, for they usually worked 
through the pnvate manufacturers on pnces that had been fixed 
They did, however, estabhsh two large explosive factories at Trenton 
and Renfrew, and that at Trenton was, I beheve, one of the largest 
of its kind in the world Indeed, the table that is given m the 
Appendix ^ of the ammumtion supphes that Canada gave us shows 
the extent to which they helped 

Another exception to the general contractmg plan of the Board 
was the estabhshment of an aeroplane factory in Toronto, under the 
direction of Sir Frank Bailhe It was used solely for the produc- 
tion of traimng aeroplanes They built this factory in 2| months 
and turned out nearly 3,000 traming aeroplanes. The Air Service 
recrmts m Canada, imder Brigadier-General C G Hoare, were 
trained on the aeroplanes made in this factory, and they trained 
over 3,000 pilots and over 7,000 men for the Mechanical Section of 
the Air Force. 

In connection with this aeroplane work, Canada provided us 
with a further excellent example of what wholesale orgamsation 
could do At one time there was a shortage m the provision of 
spruce for the manufacture of aeroplanes, and the Munitions Board 
established a Spruce Production Department, under Major Austin 
Taylor Up to Jime, when the operations began, the shipments 
of spruce were 200,000 feet , in the September following, they were 

5.000. 000 feet, and, at the time of the Armistice, they had 

120.000. 000 feet of logs in sight suitable for conversion into aeroplane 
matenal. Of course, such results depend upon expenditure 
Nevertheless, the cost per thousand feet was very substantially 
less than the similar spruce production in the United States 

The relationships of the Mimstry at home with the Board in 
Canada became more and more intimate , and, finally. Brand was 
appomted a member of the Canadian Board, with his office m the 
Mimstry m London, and was our go-between in all matters. 

After the entry of Amenca mto the war, the resources of the 
*See Appendix, No 1. 
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Imperial Munitions Board were used by the American Ordnance 
Department, and Brand and Gordon were detached from then- 
previous work for the Canadian Board and appointed our direct 
representatives in Washington, and Mr Holt Gurney and Mr. Lloyd 
Hams took charge of the executive work Hichens, Brand, Perry 
and Gordon were the men I, personally, saw the most of They 
were men of the type that Rhondda had in mind when he insisted 
on bemg supphed with a cultured, highly trained man to go with 
him as his assistant to America You might have taken any of 
these gentlemen for a successful diplomatist Qmet spoken, pene- 
trating efficiency was the hall-mark of all four of them. They 
reverenced Flavelle And if the men he had gathered around him 
in Ottawa were of the same type as these, there is no wonder that 
the proceedings of the Impenal Mumtions Board of Canada stand 
out as they do. 

The facts of geography and the difficulties of shipping prevented 
the Dominions in the Antarctic eqmppmg themselves in the same 
way as Canada, just as they prohibited us making a full use of their 
great accumulations of food m our time of greatest need But the 
war revealed the potential wealth of these great countnes in stnkmg 
fashion, and also how far we were from bemg able to make a full 
use of them even if the shipping difficulty had not been present 

What was true of these Domimons was equally true of the 
resources of British possessions throughout the world Happily 
some of the mmerals of which we stood in need could be earned 
in a concentrated form, and Australia was a valuable supplier of 
copper, lead, zinc and zinc concentrates. 

Dunng the summer of 1916, Runciman, Harcourt, Bonar Law, 
myself and others had long discussions with Mr. Hughes, the Aus- 
tralian Premier, and at the end of June an arrangement was entered 
into — rafter Lever and Mann had gone carefully into the ffiiance — 
for the importation of a large amount of zinc concentrates for a 
term of years, and for the setting up of refinenes and other associated 
plant in this country. In the early stages of these negotiations I 
think Hughes excelled himself as a pushful commercial traveller, 
for he was anxious, not only that we should take his supplies, but 
impose a preference as well in their favour. The price arranged 
for seemed moderate enough in the war, but, with the fall m pnees 
after 1920, the original bargain proved to be an expensive one. 
Hughes always seemed to me to be anxious to have his cake and 
at the same time to have it available for eatmg He was a prota- 
gonist, notwithstandmg his ardent impenahsm, of a very exclusive 
pohey. I could never understand, now was I ever able to ehcit 
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from 1)^ — although we had a good many conversations on the 
subject — ^any explanation as to how he expected Australian re- 
sources to be developed under his exclusive pohcy He always 
tned to drive hard bargains with us, and his attitude compared un- 
favourably with that of his Canadian colleagues, who co-operated 
heartily in an endeavour to keep pnces down. This surely was a 
soimder hne to take , for, after all, economical production is the 
best guarantee for contmued prospenty 

Obigin of the Imperial Mineral Resources Bureau 

Notwithstanding all this, the war revealed grave defects m the 
pohcy that had been pursued in the development of our resources, 
although time after time they have been pointed out We have 
been satisfied to secure peace and good order, personal liberty and 
secunty and that fair and just admimstration which is at once the 
charactenstic and the sheet-anchor of the Bntish Empire , but we 
have been wilhng to stop short at that We have worshipped at 
the shrme of pnvate enterprise, even when there was no private 
enterpnse It is the nationsJ commercial deity, and we have made 
of it an idol Just as the makmg of a railway or the provision of a 
water st^iply does not interfere with the active conduct of private 
enterpnse, so the war revealed in many directions that we lacked 
much-needed supplies that might have been forthcoming from 
Empire sources if such common services as transport, for example, 
had been provided 

The lack of an active regard to the possibilities of Imperial 
development on the one side, coupled with the activities of the 
great German Metal Corporation and the enterpnse of the great 
Amencan combmes on the other, left us in a perilous and very 
dependent position m regard to some minerals 

Every body of men, so far as I know, who have examined these 
questions m detail and with a wide and unprejudiced outlook, have 
come to the same conclusion The Royal Commission on the 
natural resources of the British Domimons, appointed in 19x2, 
under Lord D’Abemon’s chairmanship, began to report before the 
war, and the recommendations of its final report in 1917 were 
mainly based upon a pre-war examination of the case They 
recommended the formation of an Imperial Development Board 
very much akin to what the expenences of the war induced some 
others of us to recommend. The subject was so continually in 
front of us at Mumtions that, early m 1917 , 1 began to get together 
some collected records of the difficulties we had found and of the 
devices our advisers had suggested for overcommg them. At first 
they were based upon the consideration of augmenting our supphes 
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for war purposes, but with the coming of the Imperial Conference 
of 1917 a wider opportumty presented itself Accordmgly I circu- 
lated to the Cabinet a memorandum containing specific proposals 
for grapplmg with the subject, and the following note of March 5, 
1917, records its reception — 

" A good part of the tune this morning was taken np at the War Cabmet 
There was much mumtion business as well as my proposal for setting up a 
body of men to make reports on mmeral resources m the U K and for pro- 
posmg to the Colomal Premiers that an Imperial Mmes Bureau should be 
created I am glad to say that the proposals went through without any difEi- 
culty, so that I hope now we shall get a real move on " 

Lord Long, who, as Colonial Secretary, presided over the 
Imperial Conference, managed to get the subject brought forward 
for informal discussion early in April, and it met with a gratif5ung 
reception It was agreed to take it on an early day Ashfield 
from the Board of Trade and Llewell}^! Smith joined hands with 
us in pressing the subject upon the attention of the Premiers 

My memorandum is too long to be incorporated m the narrative, 
and IS printed m the Appendix ^ Reference to it will show that 
it comprehended a somewhat ambitious project starting with the 
formation of a standing Commission whose business it would be 
to obtain and sift information, and beyond this an active develop- 
ing body which I described as a British Metal Corporation It 
went a good deal beyond the Imperial Development Board re- 
commended by the Royal Commission, m that it provided, at the 
begmmng, a State-financed body which, either through private or 
other corporations, would actively promote the development of 
Imperial mmeral resources 

The Non-Ferrous Metals Committee of the Board of Trade* 
made similar recommendations, but contemplated for the Corpora- 
tion that the capital would be privately subscribed Those of us, 
however, who had been at work at the Ministry of Mumtions were 
not afraid of the instalment of socialistic enterpnse that I put 
forward as the result of our own experience. There was no dif- 
ference between any of us as to the necessity of the Commission 
or Bureau, and Ashfield and I put down a joint resolution on 
the Agenda of the Imperial Conference It was considered on 
April 23, and was in the following terms — 

That it IS desirable to establish in London an Imperial Mineral Resources 
Bureau, upon which should be represented Great Britain, the Dominions, 
India, and other parts of the Empire 

* Appendix, No 2 

•For the membership of this Committee, see Appendix, No 3 
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“ The Bureau should be charged with the duties of collection of informa- 
tion from' the appropriate departments of the Governments concerned and 
other sources regarding the nuneral resources and the metal requirements 
of the Empire, and of advismg from time to time what action, if any, may 
appear desirable to enable such resources to be developed so as to meet the 
metal requirements of the Empire " 

The Impenal Conference adopted our recommendation and 
added to it the following — 

'* That the Conference recommends that His Majesty’s Government 
should, while havmg due regard to existing institutions, take immediate 
action for the purpose of establishing such a Bureau, and should as soon as 
possible submit a scheme for the consideration of the other Governments 
summoned to the Conference " 

The work of the Conference m this matter was characteristic 
both of the men and of the proceedings, and a word, perhaps, may 
be said on the subject The Premiers themselves sat regularly 
with the War Cabmet as the Imperial War Cabmet , otherwise, as 
the Impenal Conference, they dealt with a host of topics that the 
war forced into prominence as of Impenal concern Smuts was 
amongst those present, and I do not think that Lloyd George ever 
did a wiser thing than to urge him from that time onwards to place 
himself at our disposal Botha was still alive, so that Smuts could 
be spared, but the other Premiers, with war emergencies of their 
own similar to ours, could not remam for long Massey and Ward, 
from New Zealand, were always ready to go ahead, but Borden and 
Perley, representmg Canada, were more cntical, although not a bit 
less willing and anxious to help Canadian statesmen always — 
and very rightly — ^have in their mind a consideration that is not so 
immediately before the representatives of South Africa, Australia 
and New Z^land , — ^it is how any subject may affect their relations 
with their great neighbour — ^and it was this, I think, that all the time 
imparted to their examination of proposals a caution which did 
not press in the same way upon the others In this mineral busi- 
ness, also. Moms, of Newfoundland, was a strong supporter right 
through, for, small country as it is, m the iron-ore deposits of Belle 
Isle there are some of the richest mmeral resources of the British 
Empire 

The resolution that Ashfield and I also put down for the estab- 
lishment of a body whose business it would be to foster the actual 
development of the resources was in the following terms — 

*' That, in order to make effective use of the information and advice 
provided by the foregomg organisation, it is desirable that an organisation 
in the form of, say, a British Empire Girporation should be set up in which, 
if possible, the s^-govenung Domimons should co-operate with the Umted 
Kmgdom and which, being provided with sufficient credit for the purpose. 
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should, whether by the formation of subsidiary compames or otherwise, seek 
to secure the suflScient development of the Empire’s mmeral resources'as the 
requirements or possibilities may indicate to be desirable " 

Unfortunately, m the pressure of other matters, particularly 
food supplies, the consideration of this enormously important 
subject was postponed from time to time, and in the autumn of 
1917 a Metal Corporation on private Imes, as designed by the 
Non-Ferrous Metals Committee, began to be discussed. I do not 
beheve myself that any private metal corporation can ever have 
the authority or power necessary to do what is required , and later 
on, as will appear, our views received substantial support from the 
department that worked under Sir Lionel Phillips at home. A 
precious opportumty was lost, for I am convmced that somethmg 
of the kind will have to be undertaken if we are to make a proper 
use of the treasures with which nature has endowed the Bntish 
Possessions ^ 

As already stated, however, I was authorised as Minister of 
Mumtions to take steps to give effect to the recommendation of the 
Conference that an Impenal Mmeral Resources Bureau should be 
established, and afterwards, when I became Minister of Recon- 
struction, this, with other kindred duties, was attached to me as 
holder of that Office The first thmg to do was to secure agree- 
ment with representatives of the Dominions as to how this resolution 
should be transformed into a workable scheme. On this matter 
I called in the aid, as I had done so many times before, of that 
many-sided man, James Stevenson. Under his chairmanship, a dis- 
tinguished body of men were got together, and presented their final 
recommendations on July 30.* 

The subsequent proceedings upon this relatively modest pro- 
posal aptly illustrate the stages that have to be gone through m 
our complicated and world-wide system m brmgmg any scheme 
into effect even when it has unanimous approval. References 
have to be made here, there and everywhere, enquines as to 
personnel, contributions and other matters, take endless time and 
tax the patience, so that it was not until June, 1918, that the 
personnel, duties and scheme of work of this Bureau were finally 
estabhshed ® 

^ I would respectfully urge anyone interested la this topic to read what 
IS, perhaps, the latest utterance upon it in Lord Milner’s book. Questions of 
the Hour, 1923, Chap V , on " Our Undeveloped Estate ” 

* The personnel of Stevenson’s Committee and a summary of their con- 
clusions and recommendations will be found in the Appendix, Nos 4 and 5 

*The scheme of admimstration as designed by Stevenson’s Comimttee 
and embodied in my Cabinet memorandum of June 6, 1918, will be found in 
the Appendix, No, 6 
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Th^ personnel of the Imperial Mineral Resources Bureau, as 
first constituted, was as follows — 

Chairman of the Governing Body Sir Richard Redmayne, KCB 
Representatives of the United King- Westgarth Forster Brown, Esq , Mineral 
dom Adviser to H M Woods and Forests 

Professor H C. H Carpenter (President 
of the Institute of Metals) 

Dr F H Hatch (Ex-President of the 
Institute of Mining and Metallurgy) 
Sir Lionel Phillips, Bart 
Edgar Taylor, Esq (of Messrs John 
Taylor & Sons, Retiring President of the 
Institute of Mining and Metallurgy) 
Wallace Thomycroft, Esq (President of 
the Institution of Mining Engineers) 
Canada . Dr WiUet G Miller 

Commonwealth of Australia Mr. W S Robinson 

New Zealand . . Mr Thomas Hutchinson Hamar, of the 

High Commissioner’s Office 

Union of South Africa . . The Right Hon W P Schreiner, CMG 

Newfoundland The Right Hon Lord Moms, K C M G 

India . Mr R D Oldham, F R S 

Colonies not possessing responsible Mr J W Evans, D Sc , LL D 

Governments, and Protectorates 

Mineral Development at Home 
Side by side with overseas enterprise we had to see what could 
be done in developmg our suppUes at home. 

I had already made the acquaintance of Sir Lionel Philhps, Bart , 
the South African mimng expert, from whom we had borrowed 
both Sothem Holland and Ross Skinner, and I had asked him m 
February, 1917, to help us m getting more out of our Umted 
Kmgdom resources. About a week after the Cabinet meeting 
referred to in the note of March 5 , 1 had drawn him fully mto 
our circle, and he became the head of a group of men who 
were set aside to promote the development of mmerals at home 
for war purposes. I shall not seek to trace all the ramifications 
of his many enterprises m our Homeland They yielded a wonder- 
ful harvest In those days, a man who was prepared and able, as 
Philhps was, to put a little gmger mto things, had a chance , but 
nowadays, I suppose, when the Deity of pnvate enterpnse is once 
more exalted m company with its celestial mate, the Goddess of 
Economy, his magnificent report of March i, 1918, containing his 
record of work and recommendations for the future, will be hghtly 
esteemed. In the old days of South Africa he was President of 
the Chamber of Mmes, and got mto trouble as many others did. 
He IS one of the survivors of the four Uitlanders who were condemned 
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to death by Judge GregorOwski Anybody less of a political 
Socialist It would be difficult to imagine, and although I beheve 
he is a strong and loyal Conservative, he did not conceal his 
opimon of the extent to which a not of mdividuahsm, m the absence 
of any authontative State agency for secunng orderly development, 
had made havoc of some of our mineral resources. Physically a 
small man, alert and nimble, no man cam spend many minutes in 
his dehghtful company and m the presence of his penetrating, 
bnght eyes without feehng that, so far as his job is concerned, he 
IS a master of it. 

I must quote a sentence from his report as a feehng and accu- 
rate description of what has so often happened in these matters 
Perhaps he had some premomtion of what a coming time of reaction 
might do for his own recommendations, notwithstanding that 
while the war was on they were seized upon eagerly and we did 
everything we could to give effect to them — 

“ A Royal Gimmission to enquire into the subject of mining royalties 
was appointed on August 19, 1889 It took a great deal of evidence con- 
tained in two large volumes, and published its final report in 1893 The 
Commission, under the chairmanship of the late Earl of Northbrook, con- 
tained the names of a number of distinguished persons, and the subject was 
treated m a most comprehensive manner Many recommendations were 
offered, only one of which, so far as I can find, has ever been the subject of 
an Act of Parliament necessary for puttmg them into execution, 

** The utter disregard of such an excellent document does not afford very 
great encouragement for offermg fresh proposals for improvmg the conditions 
under which minmg titles are held or mimng operations are conducted It 
is, nevertheless, my duty to make recommendations, and I will embody them 
in the briefest possible form in the hope that they may stimulate action I 
put them forward as individual opimons, fully conscious that they can only 
form a basis for discussion, and without the presumption that they are not 
susceptible of improvement or will not be modified " 

One single illustration will suffice to show some of the thmgs 
that could be done even in this old, worked-up, country under 
the stimulus of the kmd of progressive Mmes Department that 
Phillips contemplated. Speakmg of tm, he says — 

'* There is a field for mvestigation which the Department [his own depart- 
ment m the Mimstry of Mumtions], m conjunction with the Committee of the 
Privy Council for Scientific and Industrial Research, has assisted m organis- 
ing Over 35 per cent of the tm m the ore is now lost Calculated over the 
last sixty years, it would seem that between twenty and twenty-five millions 
sterlmg have been lost m the tailings No sustained effort m the direction 
of systematic research has hitherto been made by combmation among pro- 
ducers to decrease the loss. The resources of modem science brought to 
bear through the medium of the Tm and Tungsten Research Committee are 
not likely to be entirely baffled m attackmg the problem, admittedly difficult, 
and the mcreased recovery of even 10 per cent or 15 per cent, of the tm m 
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the ore would in itself introduce a measure of greater prospenty to the 
mdustiy " 

His estimate of the mmeral possessions of our island home is 
in the followmg terms — 

'* The British Isles have probably been endowed with greater mmeral 
wealth than any area of equal size on the globe 

Vast reserves of coal remain, and beds so far untapped await explora- 
tion 

Considerable but diminishing quantities of high-grade and enormous 
bodies of lower-grade iron ore are available 

** Limestone, clays, igneous rocks, chalk, sandstone, salt, slates (unrivalled 
in quality), and various silica sands for mouldmg, furnace work and glass- 
makmg, and barytes, are abundant Nature's prodigality in the provision 
of these substances is not generally appreaated " 

The lack of the development of our minerals on a comprehen- 
sive plan under scientific advice and gmdance was revealed almost 
every week m somethmg or other that cropped up The share 
that the State could properly assume, without discouraging but, 
in the end, givmg a greater opportunity to private imtiative, can 
scarcely be expressed much better than in the following extract 
from Philhps*s report — 

** In the United Kingdom, private enterprise has been left to work out 
Its own salvation The State, generally, has concerned itself with levying 
taxes and looking after the health and safety of persons employed in mmes 
It does not seem to have considered or to have taken any interest in such 
questions as success or failure, greedy working, i e profit-snatching to the 
detriment or even destruction of mmes , exorbitant demands or obstructive 
tactics by landowners These references are not intended as a general con- 
demnation of mine lessees or of landlords, but bad examples could be cited, 
and the subject is mentioned to draw attention to the weakness and indiffer- 
ence of public policy regarding the management of national industry This 
aloofness of English Governments towards industry is due, no doubt, to the 
national spirit of independence and dislike of control 

** That there has been too little interference by Government in the past 
will be generally admitted That there can well be too much interference 
is equally obvious The essential pomt is to determine how far Government 
can stimulate enterprise without discouragmg individual effort In trade 
and Industry the spur of rivalry should be kept sharp Government can, 
nevertheless, safeguard industry without castmg a bhght upon vigour or the 
spirit of adventure/' 

By the time that he sent m his final report m March, 1918, 
my proposal for the establishment of an Impenal Mineral Resources 
Bureau had already borne fruit, and his proposals on policy should 
be read in the hght of what had transpired. They are worth quoting, 
however, as showmg how the subject was regarded when the cha- 
racter of our national necessities was vividly before us. They were 
as follows — 
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I That the Government should, in the public interest, concern itself 
more actively than hitherto m the Mimng and Mmeral Industries at home 
and m the Crown Colomes and Dependencies. 

“ 2 That for this purpose it is necessary to organise a Mmes Department 
on suitable lines for the Umted Kingdom 

'* 3 That in order to secure the full benefit of the department, at least 
three small qualified bodies acting as Committees or Commissioners should 
be appomted, and they might be conveniently styled — 

" (a) The Impenal Mmeral Resomrces Bureau — ^formmg a link with the 
self-govemmg Domimons 

“ (b) The Mmes and Minerals Commission, to watch and foster the inter- 
ests of the Empire in the output and Trade in mineral and metallic 
products 

** (c) Commissioners authorised to take action in cases of improper ex- 
ploitation of properties, or unreasonable or prohibitive conditions 
imposed by landowners for royalties and wayleaves 

** 4 That a fund to be admimstered by the Mmes Department and ren- 
dered as far as possible self-supporting should be provided for the purpose 
of undertakmg experimental work in approved directions 

" 5 That profits spent upon the further development of the properties 
from which they were derived should be exempted from taxation 

** 6 That the provisions of the Metalliferous Mmes Regulation Act of 
1872 should be amended and extended where necessary in order to give 
efiect to these recommendations 

Lionel Phillips had been assisted in his work by a small body 
of men^ who were probably as experienced as any group of a similar 
size that could be found They were, of course, not in touch with 
the day-to-day working details as PhiUips himself was, but their 
findings upon his recommendations were as follows — 

The Committee have not been able to check the information in the 
report or to consider in detail the various suggestions which are contamed 
in different parts of the document 

** Broadly speaking, however, we are in conformity with the mam con- 
clusion come to by Sir Lionel Phillips, and unanimously decide to report to 
the Mmister of Mumtions, by whom this Committee was appomted, that we 
endorse m principle the recommendations " 

These gentlemen, and all others with whom I was acquainted 
in those days, whatever may have been their preconceived ideas 
as to the relative spheres of activity of State and pnvate enterprise, 
were convinced that we had wasted or msufificiently used immense 
quantities of minerals, and that one of the chief causes was the lack 
of that comprehensive skilled oversight that cotdd only be secured 
by an authoritative body representing the State. Necessity forced 
us to the institution of improvised arrangements during the war, 
but no improvisation, however energetic or skilfully fashioned, can 

A the membership of Lionel Philhps's Advisory Committee, see the 
Appendix, Ro 7 
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ta^e the place of a well-ordered and continued plan of operations 
The South African Dominion is far ahead of us already m ttus 
respect It seems almost to be a waste of breath to stress these 
considerations, but they can never be more important than in a 
time when a milhon and a half people are out-of-work — ^m a country 
which, to use Philhps’s expression, has " probably been endowed 
with greater mmeral wealth than any area of equal size on the 
globe " Nature’s prodigality m this mstance, as m so many more, 
seems to march side by side with man's neglect. 



CHAPTER IX 


THE CRISIS OVER MA N-P OWER AND RECRUITING 
IN THE SPRING OF Xgiy 

Unrest Over Recruxting — Special Causes of Trouble m the Spring of 1917 — Legacies 
of the Man-Power Board — Proposed Dilution on Private Work — Improper 
Recruitment of Skilled Men — ^Wholesale Volunteer Industrial Enlistment — 
Nevxlle Chamberlain Appomted Director-General of National Service — His 
Difficulties and What He Inherited — The Provision of Substitutes — A 
Gigantic but Impossible Scheme — Its Effects— Troubles with the War 
Office — Derby and Addison Conferences — A Macready Story — A Schedule of 
Occupations the only Way Out — Agreed Proposals submitted by the War 
Departments — Accepted by Cabmet 

J UST as food was necessary for the life of the people, so recruits 
were necessary for the life of the Army, and m both cases 
a pomt of maximum peril at home was reached duiing the 
year 1917 In the case of man-power it was naturally 
not the pomt of maximum scarcity, because the wastage of the 
war made scarcity more and more pronounced to the very end, 
but the peril of internal disumon was greater during 1917 than 
afterwards 

The growing food difficulties had indeed provoked widespread 
dissatisfaction, but popular self-control and reasonableness had 
exercised a restraining influence and prevented their takmg, to 
any great extent, the form of resentment agamst the governing 
authorities. At that time popular feehng in this country as 
elsewhere was influenced by the great uprising m Russia and this 
event, added to the well-known share of the German Emperor 
in provoking the misenes of the war, did much to promote anti- 
monarchical sentiments as well as a readiness to resent constituted 
authonty m any form, from the King and Government downwards 
to a trade-umon executive. The level-headedness and sense of 
proportion of the Bntish people, together with the tact and 
the open and loyal attachment to British institutions of the King 
and Queen and their family, effectually prevented any substantial 
development of sentiments of this character Food scarcity, 
foreign mfluences and the miseries of the war were enough in them- 
selves to test popular restraint, but the excitmg cause of the troubles 
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of j:9i7 was the imposition upon the hardships of the time of cer- 
tam circumstances of a most provocative character so far as organised 
labour was concerned. 

Many of the difficulties of recruitment were unescapable, but 
they were intensified in an extraordinary degree by the events 
that were consequent upon the actions of the Man-Power Board 
m the autumn of 1916 A chapter should be devoted to a 
review of the causes of the growing ferment and a later one to the 
events accompanymg the application of the remedy proposed, but 
no understanding of them is possible unless we trace the develop- 
ment of three projects set agoing by the Board. 

They were first, the proposal that the process of labour 
dilution should be extended to pnvate, non-war, work , 

Second, the mterposition m the arrangements for protecting 
skilled workers agamst improper enlistment of what was known 
as the Trade Card Scheme , 

And, third, the scheme of wholesale volunteer industrial 
enlistment. 

The proposal that the process of labour dilution should be 
extended to private work was amongst the early suggestions of the 
Man-Power Board, and in their report of September 29, 1916, 
we were informed that — 

" The Board have requested the Board of Trade and the Labour Adviser 
to His Majesty’s Government " (Henderson) " to confer with employers and 
TVade Umon leaders as to the extension of the practice of dilution to linns 
engaged wholly or partially on pnvate work so as to set free skilled men thus 
engaged for mumtion work ” 

If dilution could have been so extended it would no doubt 
have given us some reinforcement of skilled labour , but the hght- 
hearted way in which the proposal was put forward betrayed a 
remarkable lack of appreciation of the enormous difficulties that 
had been expenenced m obtaming dilution on war-work No 
subject was calculated to be more controversial or to arouse angriei 
opposition. The struggles to obtam dilution m munition shop' 
dated from the Treasury Agreement of March, 1915, and the appUca 
tion of it (as recorded in an earher chapter had been attendee 
by most serious disputes , and it was only after months of struggl 
that settlement and good understandmg had been obtained. Dur 
mg the summer of 19x6 excellent relations and a settled practic 
had been arrived at, and both employers and men in the mumtio 
shops throughout the country knew what was mvolved, the pre 

‘Volume I, Chap. XIII. 
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cesses that had to be gone through, and the conditions apphcable 
to the new labour. 

Those of us at Mimitions who knew what the difficulties had 
been, even where the work was obviously war-work and in “ con- 
trolled ” establishments were frankly aghast at the vista of troubles 
the project opened out in thousands of factories and shops that 
no one wished to control and m many of which the labour employed 
steadily decreased as the sphere of war-work extended It meant 
in any case most controversial legislation, for no consent to it 
would have been possible unless there had been such a measure 
of control over the establishments concerned as to secure that 
the conditions were apphed and observed. We had our hands 
full enough with the control of establishments employed on war- 
work, and who the unfortunate individuals were to be who were 
to have charge of dilution m every civilian industry throughout the 
country we did not know , but we were quite clear on one thmg, 
that we should keep out of it if we could. 

This view could not be better expressed than in an extract 
from a memorandum of Montagu’s deahng with man-power 
projects — 

“ The Munitions Act went so far as it is probably safe to go In the organised 
tion and compulsion of labour It required courage to start and greater 
courage to carry it through Our relations now with Labour are very 
satisfactory and it will be a fatal error in my opimon to Jeopardise these 
relations by undertaking legislation which could not but be controversial 
and which I am certam would antagomse those upon whose co-operation 
we depend ’’ 

Notwithstanding such representations, the matter was gone on 
with , and Henderson, on behalf of the Cabmet, convened and 
addressed a meetmg of the unions on October 27, 1916, and an- 
nounced the proposal It was met as might have been expected 
with most vehement protests, and the meeting was adjourned 
The burning question at that time was how to prevent the mistakes 
that were occurrmg m the callmg up of skilled men who had been 
exempted. Any question of extendmg the area of trouble by 
arousmg controversy on so thorny a topic as the extension of 
dilution before some settlement had been arrive^ at over improper 
enhstments was mamfest folly, and the practical men in the depart- 
ments pushed on with arrangements for creatmg Local Enlistments 
Complamts Committees and other machmery to avoid recrmtmg 
blunders 

Before, however, these agencies could be got mto working order 
the anger over the compulsory enlistment of skilled men had blazed 
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out into the strike of November, 1916, over the enhstment of Mr. 
Hargreaves m Sheffield, and this precipated the Man- Power Board 
into the rash adventure of the Trade Card Scheme as already 
related ^ It may be recalled that mstead of carefully developmg 
a system whereby recruitmg mistakes could be avoided, the Board 
committed the country to a scheme under which the Trade Union 
Executives could admimster the law by givmg cards of exemption to 
certam of their own members. Some httle detail of this agreement 
will have to be given later on, but the agreement was signed on 
behalf of the Government by Chamberlam, as Chairman of the 
Man-Power Board, Henderson and Montagu on November 18, 
1916 The procedure clearly could not stop with a single imion, 
and an immediate result was that a large number of other unions, 
with skilled men in their ranks, claimed the same privilege, and 
it could not be demed them. At a meetmg, therefore, at the War 
Office on November 22, Henderson, Derby and myself had to 
extend the arrangement to twenty-four other unions We knew 
also that, ev^n these umons did not include all the skilled men 
who ought to be protected, although it was equally certain that 
they had amongst their members a great many who were not 
entitled to protection from enlistment on the ground of indispensa- 
bihty as skilled workers 

The third project of the Man- Power Board related to the voluntary 
enlistment of workers for mdustrial purposes and was intended to 
assist m obtaimng substitutes for men who might be released for 
mflitary service A scheme of Labour Substitution had ansen in 
this way Thedemandsof the Army for men and for manufactured 
supphes were always ahead of the available labour supply, so that 
although the process of labour reinforcement by dilution, training 
and otherwisewascontmually gomgonit was constantly being sub- 
tracted from by a withdrawal of exemptions in order to enable more 
and more men to be supphed to the Army In many branches of 
work, for example in steel production, a dimmution in the labour 
employed was impossible, but where it was possible we were trying, 
m conjunction with the War Office, to work a scheme of findmg 
substitutes, either from men released from the Colours or from 
other sources to take the place of those who could be spared if a 
suitable substitute were available. At the end of 1916 this process 
of substitution was slowly bemg got mto working order, although 
it was still very unsatisfactory and attended with many difficulties. 
The proposals of the Man-Power Board, in respect to substitution, 
contemplated a general scheme of voluntary labour enrolment. 


> Volume I, Chap. XIV. 
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anH suitable substitutes were to be sorted out from amongst the 
volunteers The proposals had not, however, taken a very defimte 
shape before the fall of the Asquith Government. 

With the change of Government, Mr. Neville Chamberlam found 
himself appomted Director-General of National Service (the Man- 
Power Board in a glorified form) and was confronted with a demand 
for substitutes in all directions m order to obtain releases for the 
Army, as well as by a greatly mcreased demand of the Army for 
men, whether by substitution or otherwise The Trade Card 
Scheme was in operation and dilution on private work was dangled 
before the trade-union world as a sort of golden key that would 
unlock a Pandora’s box of troubles I do not think that any 
Minister was ever appointed to a more difficult task and under 
worse conditions Where Lloyd George had obtamed the govenung 
idea of a National Service Department from I never quite knew , 
perhaps it was from his colleagues on the previous Man-Power 
Board He had been led to believe that it was the way to deal 
with some of the man-power difficulties, and it might have been 
so if the department had been less ambitious in its early enter- 
prises Afterwards when Sir Auckland Geddes succeeded Chamber- 
lain and brought over with him the recruiting agencies of the 
War Office, it was gradually fashioned into an efficient, if somewhat 
t3n:anmcal, machine , but at the beginning of 1917 no such arrange- 
ments prevailed Neville Chamberlain’s duty in general terms 
was to examine the distribution of the national man-power and to 
make suggestions, and, to some extent, to give directions for its 
utihsation and disposition If he had inherited a less ambitious 
programme he would have had a much better opportunity of serving 
the pressing needs of the time , but he was precipitated head first, 
and without a well-developed and experienced staff, mto a job 
that, I think, was impossible of attainment at any time by a State 
department in a complex community hke ours. Substantially it 
was to sort out and to direct the work of the nation — ^not en masse, 
but as a collection of mdividuals He never really had a fair 
chance, and he was given an impossible task The only complaint 
that I think could justly be made was that he failed to point out 
that the proposals he had mherited were impracticable, and, mstead 
of trying to develop a scheme of operations that was unmanage- 
able in itself, he should have concentrated on a more modest, 
obvious and practicable task 

The following notes relate to the early days of Chamberlam’s 
appomtment — 
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Saturday, December 23, 1916. 

“ I turned up at L G *8 at g 30 and found Neville Chamberlain and 
Stevenson Neville Chamberlam has been appomted Director of National 
Service, both Civil and Military, and L G wanted Stevenson to leave us and 
be his nght-hand man on the civil side I could not deny Stevenson’s abihty 
which is qmte obvious, but it would be a great loss to the Ministry if we were 
to part with him, and, on gomg back to the office, I found them in con- 
sternation at the thought of it ’’ 

Thursday, December 28, 191O 

** After lunch I went to to Downing Street and had a conference 
with L G and Neville Chamberlain I cannot wonder that Neville Chamber- 
lam does not seem to know what it is he is gomg to do or how he is going to 
do it I agreed that Stevenson, with some others, should help him to think 
out his problems Stevenson does not like the job The proper line to 
take IS to strengthen up the orgamsation of the L G B and for Chamberlam 
to use it m order to assist the Food Controller or anybody else who needs 
substitutes ; otherwise we shall have every town and hamlet m the country 
overrun by fresh local organisations " 

As the days went on Chamberlain’s perplexities did not dimmish. 
All of us at the Admiralty, Mumtions, Food and other executive 
departments were impressed with the urgency of the obvious and 
immediate task of obtaining, through such volunteers as the National 
Service Department could enrol, a sufficient number of substitutes 
to enable us to set free the men we were expected to provide for 
the Army during the next month or two 

Rhondda, at the Local Government Board, was appomted 
chairman of a committee on man-power questions, and after 
reviewing the demands of the Army, allotted certam quotas to the 
different departments as the numbers of men that ought to be 
made available by a given date from the industries they were 
concerned with. For example, we at Munitions were required 
to provide, so far as possible in equal monthly mstalments up to 
July, 124,000 men Other offices. Agriculture, the Admiralty, War 
Ofi^ Contracts, etc , had their allotted number. If the National 
Service Department had concentrated on obtaimng volunteer 
substitutes more or less classified accordmg to the mdustnes for 
which they were smtable for replacement, it would have been of 
immense service to us all, and would, perhaps, have succeeded. 
We should at all events have had a defimte group of volun- 
teers with some previous ascertainment of their smtability 
to work, but unfortunately the proposals that Chamberlam 
ultimately was induced to adopt were of a very different 
character. 

In the latter part of January, we were confronted with proposals 
that, apart from the proposed dilution on pnvate work and the 
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operations of the Trade Card Scheme, did much to aggravate the 
industrial situation. In the first instance it was suggested that 
there should be a clean sweep of all men up to twenty-one mto 
the Army This meant that about 70,000 men all told who had 
been through a full apprenticeship in vanous skilled occupations 
would be lost to production. However fair and right it might 
be that these young men should go into the Army if they could 
be spared, it was immediately obvious that it would have a desolatmg 
effect upon output m some most important directions, whilst at 
the same time it was contrary to many undertakings, from the 
ex-Prime Mimster downwards. The proposal was not confirmed 
in this form, but we found in the first week of February that local 
recruiting officers were callmg up all manner of skilled men under 
the age of twenty-three, particularly those employed on brass 
castings, aluminium and other metal work, and it immediately 
interfered with aeroplane-engine production and gun repair. The 
matter was referred to Cowdray and Chamberlain, and the 
procedures were promptly modified, although their effect was very 
unfortunate 

The final proposals of the National Service Department were 
of a more far-reaching character A volunteer industrial army 
was to be enrolled , there were to be local bureaux everywhere, 
and even men from existing mumtion shops and from all manner 
of war-work occupations were invited to enrol themselves The 
men m the proposed National Service Bureaux were — 

" To ascertain and register the capabilities of each volunteer " 

And afterwards the Director-General — 

" Having satisfied himself of the necessity of any demand for labour, will 
allocate to the Government Departments or firms the labour supply accord- 
ingly, the Director-General retaimng the power to re-allocate from time to 
time the labour provided or its eqmvalent " 

The Director-General was also to settle all claims as to priority 
and demands of labour, and, finally, he was to saddle himself with 
this unthmkably prodigious task. He was — 

" To detemime all questions which can be dealt with under the Acts, 
Orders-m-Council and regulations now in force or hereafter passed relatmg 
to the organisation, utilisation and transfer of male and female civilian labour 
for the purpose of providing the necessary man and '^oman power for naval 
and military operations and the contmuation and development of industries ’* 

As a sort of aside the conditions of service for this mfinite variety 
of volunteers, in an mfimte variety of occupations, were prescribed 
m one or two paragraphs. In sending m to me the criticisms of 
the department upon the details of these proposals, Kellaway let 
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hunself go, and I cannot refram from quoting his concludmg sum* 
maiy. He said — 

*' The machinery of the scheme strikes me as being the craziest that an 
embarrassed statesman has ever flung together It will cause hopeless con- 
fusion and IS bound to work badly If these anticipations of mine are well 
founded — and they are come to after discussion with men hke Stephenson 
Kent and Rey — ^the effect on the position of the Government is likely to 
become very senous." 

Kellaway’s anticipation proved only too true, for, although 
the proposals were subjected to some slashing criticisms, the National 
Service Department did their best to realise some of these ambitious 
undertakings, and caused an mfinity of aimoyance with a microscopic 
amount of useful result 

On paper it was qmte a pretty idea, entirely worthy of the 
traditions of the Man-Power Board Perhaps some of the leading 
spirits of that body had encouraged them , I do not know They 
were certainly not the proposal of people who dealt m a world of 
reahties, where hvmdreds of thousands of men and women were 
engaged m hundreds of different grades of occupations with a 
bewildermg complexity of wage rates and conditions of service 
that had been hammered out through months of difficult negotiation 
between employers and employed and the Government departments 
The affairs of a complex industrial commumty are unfortunately 
not capable of paper simplification Nevertheless the wholesale 
enrolment was diligently proceeded with during the month of 
March 

The following diary extracts reveal one’s mind upon the pro- 
ceedmgs of that time, and I see no reason to modify them — 

Friday, March g, 1917 

" Tlie National Service people still have their heads in the clouds 
trying to enrol a Stage Army Their latest performance is that they wish 
to enrol everybody and anybody, including all those at present in the service 
of Government Departments, in munition works, etc , etc It is altogether 
too silly a performance for words It means that they will stack their cata- 
logues with thousands of names of people who could not be moved, and hide 
out of sight those whom they could make some use of Up to the present I 
have absolutely declined to allow any of our people to enrol, especially as 
one of the conditions is that they can be removed at the discretion of the 
Director-General How is a man to run his Department if somebody else has 
the power to take away staff which is regarded as essential for runmng it ? ” 

Monday, March 12, 1917 

" National Service is set on enrolling everybody and anybody, mne- 
tenths of whom there is not the slightest possibihty of finding work for and 
thereby causing endless dissatisfaction and unrest, and the worst of it is 
that they are not findmg the labour for those of os who want it." 
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Thursday, March 22, 1917 

” On Monday and Tuesday I had perhaps two of the most worrymg 
and time-wastmg days I have had at the Ministry of Mumtions Some 
hours each day were spent over this never-endmg man-power question on 
a hopeless senes of impracticalities, one of which is the wonderful idea of 
setting up another separate department to control and guide everybody 
else I am glad to say that at least we had the satisfaction of knockmg the 
bottom out of this additional piece of nonsense Nothmg is more amazing 
these days than to find the utter lack of appreciation of how things are actu- 
ally done by a large number of men whom one would expect would know 
better They appear to think that you move labour about m blocks of 
hundreds or thousands, instead of realismg that what actually happens is 
that men go to hosts of different places and that you cannot move them until 
you have made sure that there is accommodation, until things are ready 
for their work and that machinery, transport or other facilities are provided. 
Even then the men are only moved gradually, and as individuals, until the 
work gets into swmg I do not think I need bother this diary with details 
of the discussion, but I feel quite satisfied that ' National Service*s * visionary 
enrolments and orders are doing a great deal to cause disturbance and dis- 
satisfaction in the country without givmg one bit of assistance to anybody 
who wants it 


In the similar case of war-mumtion volunteers the difficulties 
of ascertaimng the capabihties of individual volunteers for different 
occupations had contmued for many months after the work had got 
into full swing Although we were then deahng with relatively Rmall 
numbers it was a constant experience to find that men were not 
really suitable for the job they had been put to and a good per- 
centage were returned to us to be tried again somewhere else before 
a place was found that they did fit. 

But the National Service Department proposed that "exper- 
ienced officers from the employment exchanges " should manage 
these things in every factory and shop throughout the land They 
would have had hundreds of thousands of volunteers on their 
hands, and the notion that they could rapidly ascertain amongst 
this multitude the smtabihties and capabihties of each volunteer 
and allot him, much as you move a pawn on a chess board, really 
verged on madness The refusals, the disputes, the questiomngs 
would have brought confusion everywhere. Multitudes of volun- 
teers woffid come forward who could not possibly be made use of 
in any of the occupations that required workers , their patriotism 
and willingness were abundant, but unfortunately these thmgs 
had no relation to their suitabihty for becommg a substitute for 
some particular man who could be released for the Army Wide- 
spread disappointment would have been the immediate result 
indeed it was m thousands of cases, and created the impression 
that the demand was not a real one and obscured the fact that the 
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absorption of labour m highly technical processes even at the best 
can only be gradual 

The next part of Chamberlain’s proposal was worse still, for, 
after the Director-General had " satisfied himself as to the justice 
of the demand ” for labour he was to retam power to " re-allocate ” 
it from time to time 

The prehmmary ascertainment of the " justice of the demand ” 
was no easy matter. The demand for labour, although presented 
m bulk by the Board of Agriculture, the Food Department, the 
Navy, War Office, ourselves and others, came from thousands 
of different places It was tedious and difficult to get at the true 
worth of the separate demands that made up the total If a man 
wanted half a dozen people he would ask for a dozen because he 
knew full well that a good many of those that would be presented 
would be unsuitable The quantity of the demand therefore 
always called for some enquiry, and the examination of it in friendly 
discussion with the works managers had resulted, in thousands of 
cases, in a reassortment of the labour already employed by which 
the necessities of the case had been met by a smaller supply of 
extra labour than was first asked for, or even with no addition at 
all This process which we had found difficult enough in munition 
shops was now to be extended to every farm, factory and shop in 
the land, where anybody asked for new labour I cannot say 
that we worried ourselves much about this aspect of it, for we 
knew perfectly well that it could not be done unless the country 
was willmg to see one in every five persons turned into an inspector 

But the power of the Director-General to ” re-allocate ” labour 
was a much more serious matter, and gave much trouble. It 
could not be done in the engineenng works except by the dilution 
officers and other skilled men who had gradually become accustomed 
to the business and familiar with the multiplicity of arrangements 
involved in the process. The idea that outside experts from the 
labour exchanges, however personally competent and well-meaning 
they might be, WCTe to go into shipyard, munition works and 
all the rest of it and re-allocate labour was an unttunkable proposal 
How were they to be acquainted with the agreements and arrange- 
ments that had accompamed the mtroduction of the workers ^ 
No management would ever consent to their coming in and picking 
people — one here and two there Above all, how were they to 
be acquainted with the relative importance of the different process 
upon which the workers were employed ? It was vital that the 
distribution of labour amongst the shops— its dilution, allocation 
and transfer — should be withm the control of the people who were 
responsible for the output and who knew from day to day the 
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relative importance of the required supplies At different times 
the National Service Department made attempts to take people, 
who had enrolled as volunteers, away from shops without the 
concurrence or consent of those responsible for production An 
immediate outburst of complaints from the employers and from 
the men’s representatives resulted. The idea was as mischievous 
and impracticable as any proposal well could be. It was bad 
enough to have to be continually adjustmg with the War Office 
the misunderstandings and troubles that inevitably arose in different 
parts of the country through complaints, on the one side, that 
men were being employed and protected who might well be spared, 
and on the other hand that mdispensable men were being enhsted, 
but to have a third body of people commg in and taking workers 
away, without authority either from the management or from the 
Ministry, was needlessly to add another troublesome element to 
the situation. The wrangles which arose over this matter became 


so acute that they were referred with other disputed matters to 
the adjudication of Milner and Henderson, who, in the end, were 
charged to undertake an enquiry mto the whole proceedmgs of the 
National Service Department. 

The exasperatmg thmg was that these events were occurrmg 
at a time when the old dilution controversy seemed to have become 
a thmg of the past and relations with trade umons were so 


good. An unexpected testimony to the truth of this statement 
happened to come about that time and, m view of the it 
came from, it ought to be mentioned A deputation from the 
Amalgamated Society of Engmeers and a number of shop stewards 
from Glasgow attended on January 31 The pomt of the deputation 
related to certain deportees and does not particularly concern 
section of the story, but the year before the Clyde had been the 
storm centre of the labour world and now we had shop stewards 
voluntarily bearing testimony to the smooth working of the arrange- 
ments that Macassey and his colleagues had instituted and to the 
gener^ goodwill prevailing, even in the very yards where the 
trouble the y^ before had started. They did not, however, 
fail to voice their misgivmg at the uneasiness and mistrust that 
were growing up over the performances of the National Service 
Department with a view to assistmg enlistments 


the National Service 

SStW driving the executive departments 

of the increasing 

tangle of difficulties The account of it involves a divereence to 
a Merent. but albed, lope. It relates to the t^utX^ 
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the Ministry of Munitions and the War Office and the means 
adopted for deahng with them. Derby and I at the very 
beginmng had determined that we would do all we could to 
promote the frankest and fnendhest arrangements between the 
two departments, and soon these developed mto regular meet- 
mgs on Wednesdays in the Secretary of State’s room, where he 
and I, with our chief officers, met to have a clearing up, so far 
as we could, of the difficult pomts of policy or detail of admmis- 
tration that had arisen between the two departments I do not 
know how these conferences were contmued after I left the Mmistry, 
but they contmued whilst I was at that office and did a world of 
good because the influence of them necessarily spread through 
the departments Macready, Lieut -General Furse, the M G O , 
and Auckland Geddes were almost always there with Derby, and 
I had Stephenson-Kent and Kellaway, and frequently Layton or 
Wolfe as well 

One of these pleasant meetings is fixed m my mind by an explo- 
sive mterjection of Macready’s that summed up in a sentence, I 
think, the difficulty of adimmstration, whether in Government 
or in pnvate affairs The custom was for Kent or Lajdon, as the 
case might be, to go over the dossier of pomts with me beforehand 
I remember that on this occasion, before we went, Kent pointed out 
that he was afraid we should have rather a gruelling time, because 
Macready and Geddes had got some rather bad cases up against 
us, as indeed they had In particular that week there were some 
cases in which exemptions from recruiting had been granted with- 
out sufficient justification Our counter-case was not a very strong 
one and there was only one instance that helped to redeem our 
record, or, at all events, to show that we were being unfairly used 
by recruiting officers I thought I had better keep it in reserve 
as a sort of parting shot. The case was that of a very skilled man 
who had been improperly recruited, and who had finally been 
found by some of our people doing fatigue duty on Wimbledon 
Common, and we claimed that this man and his class were in- 
dispensable 

We had a bad time as anticipated , but when it came to the 
last shot in my locker there was no question between us that 
this class of man ought not to be recruited Macready’s defence 
was masterly and admitted of no reply “ My dear Addison, if 
you can tell me any way m which I can get a hundred recruiting 
officers, or you can get a hundred dilution officers, without their 
containing an average percentage of damned fools, then I will 
tell you how to prevent this kmd of thing occumng ” It was the 
kernel of the whole busmess. The grand thmg about it is that a 
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hundred Britishers, picked with reasonable care to carry out a 
task requiring fair-mindedness, good sense and justice, contams 
such an enormous percentage of competent and reasonable men 
and so very few that will do silly things. It was this that saw 
dilution through, that saw recrmting and weedmg-out through, that 
saw us through ratiomng and a hundred other troubles. It is this 
that has made British government and admimstration so successful 
in many lands. It is this that demonstrates that it is not in the 
apparatus and machmery of government but in the character and 
quality of its people that the British Empire has its greatest and 
most abidmg asset. It is a pity that so many people do not seem 
to realise that the cultivation and improvement of our own people 
IS the first duty of British statesmanship. 

These friendly tussles at the War Office, with their regular and 
cntical exammation of troublesome recruiting cases, had convinced 
us both by the middle of February, 1917, that there was no means 
either of providing the men reqmred or of preventmg ourselves from 
getting deeper and deeper into a bog of difiiculties unless we could 
in some way emancipate ourselves from the shackles of the Trade 
Card Scheme. There had been many and urgent requests from 
trade umons, that were not amongst the favoured few entitled to 
grant cards of exemption to their own members, that they should 
be mcluded If the scheme itself were right their arguments were 
unanswerable. Mr J H Thomas, M P , for example, proved con- 
clusively that there were a great many men m the National Umon 
of Railwaymen and m the railway workshops who were doing 
skilled work on munitions and on gun output who were unques- 
tionably indispensable and of precisely the same class of worker as 
those who were already protected in the umons that were issuing 
exemption cards. The same was proved by Mr Cljmes and Mr 
Will Thorne in respect of men in their umon, and by many others 
It was estabhshed, for example, that in the brass and copper trades 
alone there were so many men (admitted to be indispensable both 
by the War Office and ourselves but who were unprotected) that if 
they had been recruited (and they might well have been m the 
absence of a trade card) they would have involved a loss in our fuse 
output of 300,000 per week and a loss of 200,000 cartridge cases 
per week It was only by the friendly co-operation of the War 
Office and good sense and co-operation between the recrmting 
officers, the dilution officers and the representatives of the employers 
and men m the different shops that a disaster did not occur. As 
It was, dunng February, the protests both from employers and 
trade uniomsts as to the failure of the Trade Card scheme to protect 
a number of admittedly mdispensable men became more and more 
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T he decision of the Cabinet to abandon the Trade Card 
Scheme was inevitable, but the prospect before those of 
us who were directed to announce the decision to the 
trade unions, and to carry through the negotiations 
to effect its withdrawal and the substitution of a new arrangement, 
was that of a vista of conferences After our experiences of earher 
times this filled us with a genume feehng of apprehension But, 
for the time bemg, it was our trench and we had to fill it as best 
we could 

After the decision of the Cabmet that the Trade Card Scheme 
must be abandoned we were mformed that Austen Chamberlain 
would meet the Unions and announce the abandonment of the 
scheme It was altogether appropnate that he should, as he had 
been the Chairman of the Board on Man-Power from which the 
scheme had emanated and it imght have done him no harm to 
have come mto contact first-hand both with the umons that were 
operatmg it and with those that were excluded. He would have 
found himself confronted with the opposmg views expressed m 
frank and vehement terms and have obtamed some glimpse of the 
difficulties that some of us had been contendmg with for a long 
time past. However, m a mmute sent across by Stephenson- 
Rent on April 2, I was mformed that he did not propose to 
come 

Henderson, therefore, on April 3, on behalf of the War Cabinet 
met the trade umons that had been parties to the arrangement 

ISO 
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m order to announce the Government decision It was deaded 
that the case should first be put before these unions, and on the 
following day it was to be explamed to those that had been out- 
side the scheme Field-Marshal Robertson and Adnural Jelhcoe 
were appomted to attend both meetmgs and to explain to the 
representatives the gravity of the present embarrassed position as 
It affected the supphes of men for the Army and the Navy I, 
myself, as Minister of Munitions, had to take charge of that section 
of the case that related to the workmg arrangements I do not 
think I ever undertook a task with less willmgness, but there 
was no escaping the fact that, although recrmtmg was no part 
of the busmess of the Mmistry, we were the only department 
possessed of agents and machmery m the works for dealmg m 
any efficient way with the classification of labour requirements, 
with the mtroduction and trainmg of substitutes and of other 
new labour The umons also made no secret of the fact that there 
would be a thousand difficulties if they were asked to deal with 
the National Service Department, the proceedmgs of which they 
had come to look upon with profound suspicion 

Our task was indeed disagreeable Here were representatives 
of a number of unions that had been granted an extraordm- 
anly pnvileged position In some ways they had been placed 
above the law itself, for, notwithstandmg the provisions of the 
Military Service Acts, they were entitled on their own motion to 
grant to their members a card which exempted them from the 
operations of the law It was, of course, a much-pnzed pnvilege 
It was based upon an agreement signed by important members of 
the Government and their own leaders and they would be entitled 
to urge — as indeed they did urge — ^that it was not open to one of 
the parties to it thus suddenly to brmg it to an end. The grounds 
for the Government decision were put before them with smgular 
abihty by Henderson ; mdeed, there was no escaping the fact that if 
recrmtmg was to be earned on without perpetual turmoil and unfair- 
ness to other parties, and the Army was to get the men that could 
be spared from great groups of mdustnes and that were essential 
to the mamtenance of its strength m the field, some different system 
must be adopted, and it must be one that would deal equally with 
all concerned on the basis simply of their personal indispensabihty 
to the conduct of war mdustnes The speeches of Robertson and 
Jellicoe convmced the meetmg, I think, that some change was 
inevitable; but the prospect was none the less unpleasant. It 
then fell to my lot to explam the actual difficulties that were 
found to be mherent in the workmg of the Trade Card Scheme, 
together with the details of the proposed alternatives. There 
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were, for example, qmte a number of cases m which a man in charge 
of a'gang, or a skilled man with responsibihty over others, had been 
called up and recniited because he did not happen to be a member 
of any umon that was a party to the agreement, whilst those who 
were workmg imder his instructions were exempted owmg to their 
umon membership. No one could justify cases of this kmd More- 
over, owmg to the inequahty of distnbution of membership it 
appeared that in some important branches of work, in particular 
in the manufacture of aeroplane engmes, there was an unusual 
proportion of men who were not included m the trade-card unions 
In some shops where such men had been called the output had 
dropped to a third of the previous standard until, as a result 
of the negotiations between oursdves and the War Office, the 
men had been recalled to work. The same applied to some 
most vital shops where gun repairs and the provision of tank 
engmes were bemg undertaken m response to special urgency 
orders 

It was therefore obvious that the agreement did not protect 
a large number of men who ought to be protected, whilst on 
the other hand a very large number of men were bemg protected 
under the terms of the agreement, who did not require to be 
exempted, for as the agreement stood, it did not prevent the issue 
of exemption cards to unskilled or semi-skilled men who happened 
to have been m these particular unions before August 15, 1915 
Further, very large and important umons outside the agreement 
proved beyond any doubt that they contamed withm their ranks 
a large number of highly skilled men whom everyone adnutted 
ought to be protected, apart entirely from the fact that there proved 
to be a substantial number of skilled men who were not m unions 
at all If the system was persisted m, the pressure from the out- 
side unions and from Parliament would become such that they 
would have to be admitted mto the privileged list, and the whole 
process of recrmtmg would be further paralysed 

Another part of the agreement had been that the pnvileged 
umons should find, by volunteers from amongst their members, 
a number of men to fill certam artificer and other special units 
that were very much needed for repair and other skilled work m 
the armies. This part of the arrangement had broken down and 
less than half the men required had been forthcommg 

The question, therefore, was, what could be put in the place 
of the present ineqmtable scheme of exemption ? We put before 
them a draft of the new schedule of exempted occupations It 
set out in full detail the skilled occupations m which men were 
essential and that should be exempted from recrmtmg. In 
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some cases all the men specified in the occupation were excluded , 
m others the exclusion only apphed to those above certam 
ages, for the most part to those over twenty-three years of 
age 

It was proposed that the existmg forms of exemption should 
be contmued until May i , that the remamder of April should 
be spent m making the necessary arrangements for putting the 
new scheme into operation, and that, thereafter, an mterval of 
five weeks would be provided to determme cases over which ques- 
tions might arise. We contended that the schedule provided 
a rational and fair system of exemption based on the only ground 
of exemption that was justified, namely, mdispensabihty 

In the subsequent course of the war these proposals abimdantly 
justified themselves and provided the basis of a dear and work- 
able arrangement that contmued to the end As we expected, 
however, the proposed withdrawal of the Trade Card Scheme met 
with the most vehement opposition Henderson had to make 
it dear that the Government was compelled to go on with the 
proposed change and Auckland Geddes as the Director of Recrmtmg 
set out in full the way m which it was proposed to deal with appeals 
and disputes, and explamed the system of special tnbunals, both 
local and central, that were to consider questions as to whether 
a man was or was not engaged in an exempted occupation. Apart 
from numberless pomts of detail, the sense of the represen- 
tatives dearly was that if they had had no previous commit- 
ment the proposed system of exemptions was fair and workable, 
but they objected to this withdrawal of a nght dehberatdy con- 
ferred upon them by the Government and which was bemg operated 
under an authoritative agreement Moreover, they alleged with 
some justice that they were only just gettmg the system mto work- 
mg order. Running through their criticisms also was a note of 
misgivmg as to the effect of the announcement commg on the top 
of the turmoil and suspicion that had ansen m consequence 
of the changes and variations of debadgmg orders, of wholesale 
enhstment and other schemes that had been commg one on top 
of the other faurly regularly smce October last from the Man-Power 
Board or from the National Service Department. As one of them 
very justly said — * 

" All this vacillation of having one system one vroek, and abandoning it, 
and then beginning another, is calculated to add to the discontent *’ 

This was true enough and it faithfully descnbed the contmual 
tinkering that had been resorted to m order to patch up a system 
which was inherently meqmtable. 
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There was no getting away, however, from the justice of 
what was proposed, although many pomts of detail immediately 
emerged. We were anxious to do everythmg we could to meet 
objections and to mtroduce amendments, provided the principle 
of a comprehensive schedule and the withdrawal of the existmg 
network of exemptions could be arranged for. At this first meet- 
ing we got as far as could have been expected ; namely, to an 
understandmg that meetmgs should be held to discuss details 
and without a blank refusal But it was evident that there would 
be a storm. 

On the foUowmg day, April 4, we met the muons that were not 
a party to the Trade Card Scheme Henderson set out the Govern- 
ment proposals, Robertson and Jellicoe putting the case as it 
affected their services For my own part, the task was easy as 
compared with the day before This statement was received with 
acclaim — 

" You are aware that at different tunes we have had various s}rstems of 
protection, which I need not stay to explain, generally known as badges, 
badge certificates and so on Not one of these systems has worked altogether 
weU, but they have served a very useful purpose — in fact, they have been 
essential But I am quite free to confess, as one who has been inside the 
machinery of the Mimstry of Mumtions since the first day it started, that I 
have never known any scheme work so badly as the Tr^e Card Scheme " 

The announcement of the new schedule and the withdrawal of 
the trade cards was received with unanimity and enthusiasm. Mr. 
Clynes, on behalf of his union, welcomed the scheme directed to 
obtam " equity as between man and man,” and to remove the 
pnnciple that membership of any particular union affected the 
issue. 

Further meetmgs with the trade card unions were held dunng 
April under Henderson’s chairmanship, but the rank and file of the 
members, as anticipated, took the most vehement objection to the 
withdrawal of the special pnvilege hitherto enjoyed, and the execu- 
tive, particularly of the Amalgamated Society of Engmeers, had 
clearly no authonty to agree to any new arrangement, and a National 
Delegate meeting of the unions was called The forty-eight delegates 
were the supreme authonty m the umon and on April 23, on behalf 
of Henderson and myself, who were engaged elsewhere on the grave 
food and shipping issues then before us, Kellaway received a deputa- 
tion from the delegate meetmg with the executives, and they came 
to tell him that they altogether declmed to accept the new arrange- 
ment. They claimed, with some justice, that what umons were 
admitted to it was the affair of the Government , that so far as 
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they were concerned there was machinery to deal with the disputed 
issue of cards, and that time and goodwill would make it work- 
able , that it was a defimte agreement with the Government ; 
that the suggestion of the scheme had come before them from 
Mr Austen Chamberlam himself at a meetmg of their executive 
with the Man-Power Board m October last, and that it was not 
open to the Government thus to withdraw from the arrangement. 
The delegates themselves, who were men straight from the shops 
and m touch with the shop stewards and the men on the spot, were 
very vehement m their opposition Unfortunately they had abun- 
dant matenal to bnng forward as to the difficulties and disputes 
that had arisen owmg to the improper enhstment of skJled men, 
and they were suspicious that m spite of the proposed schedule 
there would still be compulsory enrolments of essential skilled men 
with consequential turmoil 

All the appearances suggested a likelihood of strikes, so that 
on April 25, in response to his mvitation, the whole body 
of the delegates was met by Henderson and mysdf, with 
Geddes from the War Office, Kellaway, Kent and our own men, 
and representatives from other departments The best that 
Henderson and I could stnve for was that the schedule should 
be accepted as the basis of negotiation, and Henderson expressed 
a complete wilhngness to consider modifications of the machmery 
and discoverable defects of the schedule, and undertook that none 
of their men should be called up until they had had an opportunity 
of seemg the schedule. He suggested that we should proceed 
forthwith with the detailed discussion of such pomts with a view 
to amvmg at an agreed schedule and system of workmg. My 
note of the day, I think, fairly summanses the position — 

Wednesday, April 25, 1917. 

" All the rest of the monung was taken up with a big meeting with 
the ASE delegates who are objectmg to the Trade Card Scheme We 
could not possibly accept their claim, which in effect is that they themselves 
^ould determine which of their men should be recrmted and that they 
should have a privileged position amongst Trades Umons It was evident 
that the Executive sees the danger of the situation and is pressed by their 
delegates Henderson was very firm that the Government could not possibly 
withdraw its proposals, but, short of that, was very anxious to do everything 
possible to meet their convenience I rather gather ^at the Executive were 
anxious for the delegates to hear this and the meetmg terminated m quite 
a friendly spirit, but I am afraid that Henderson, m makmg a promise that 
their members should not be called up until men mtroduced by way of 
dilution had been withdrawn if they were liable and fit, has raised a very 
difficult admimstrative pomt ” 

We separated, however, without any undertakmg on the 
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En^eers’ part that negotiations would contmue, and the final 
note of the mterview suffiaently represents the position as it 
then was — 

Mr. Brownlie I think it will be unnecessary to continue 
this conference any longer. Our delegates will immediately get 
together and give to you their decision with regard to the sugges- 
tion you have made about opemng up negotiations. 

A Representative Would it be convement, in the event 
of the ddegates decidmg to continue negotiations, to meet here 
agam on Monday ? 

The Chairman Unless in the event of any sudden call, I would 
say that Dr. Addison and I would be dehghted to arrange to meet 
you then 

The promise of Henderson that even the younger men belong- 
mg to the occupations specified in the schedule, who were not 
excluded from recnutment on account of age, should not be called 
up before any of those who had been mtroduced in the process of 
dilution had been dealt with, introduced a most serious complica- 
tion m the workmg of the schedule, although, no doubt, it was 
]ust enough m itself in view of what had gone before In conse- 
quence of this the pubhcation of the schedule had to be postponed 
imtil May 7 

It soon became evident that the men were entirely out of hand 
throughout the country and strikes broke out against the proposed 
new arrangement It is difi&cult to disentangle causes m a complex 
matter of this kmd, but it may have been that the withdrawal of 
the Trade Card Scheme would not have precipitated strikes had it 
not been that the whole time it was overlain by the suggested 
extension of dilution to pnvate work. This kept cropping up all 
the time and it was all that we could do to keep the negotiations 
confined to getting some acceptance of the principle of the new 
scheme of exemptions from recnutment, for we knew full well that 
even if dilution on pnvate work did come to be achieved it would 
only be after long and tedious negotiations. This matter must 
be dealt with separately, and, although the record of it will not 
involve much m the tellmg, it was a potent factor all the time in 
promotmg distrust. 

It was with great difficulty that Henderson secured the continu- 
ance of negotiations with the executive and the delegates, and 
from Wednesday, May 2, to Saturday the 5th, they went on in 
different forms, until at last they resulted m an agreement late 
on Saturday the 5th 
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The following diary notes, I think, suffice as a sununary— 

Wednesday, May 2, 1917 

Conferences with the A S E. began to-day. I will not trouble this 
diary until the end of the week with a recital of these wearisome, patience- 
trying performances that consist, for the most part, of contmually puttmg 
up one pomt and then another and then retirmg to consider it The amount 
of time consumed is past speaking of 

Saturday, May 5, 1917 

** This mommg was glorious and I don't think I have ever more 
hated going into town than to-day At ii o'clock it was reported that 
after all the A S E had struck and would not come However, after various 
hagghngs over the telephone with our people, they came at 2 30 and, thanks 
to Stephenson- Kent, an ingemous arrangement was suggested which, let us 
hope, has found a way out of the difficulty I cannot be bothered to describe 
the conferences and adjournments that took place through the day until 
9 30 at mght It was a miserable and wearisome business, but we kept our 
patience There were meetmgs together and meetings separately, meetmgs 
with official messengers, questions to be answered m wntmg and so on, up 
and down stairs However, at 9 30 the deputation announced that they 
had arrived at a decision and had decided to accept the Government pro- 
posals We celebrated the event by coffee and sandwiches which Carter 
had obtained from somewhere Nobody had had a decent meal all day and 
we were fairly well worn out They agreed to send a telegram urging their 
members to remain at work and stating their acceptance of the prmciple of 
the schedule 

I think the conferences durmg these last few days have been the most 
wearisome and patience-racking I have ever experienced. Both Henderson 
and I certainly did what we could, but I think we really owe the settlement 
more than anything else to Stephenson-Kent whose mgenuity is splendid 
Geddes from the War Office, Barlow (my secretary) * and Young ' (Hender- 
son's secretary), have also been immensely helpful. 1 am afraid we had 
large numbers of clerks and typists hanging about until very late, and I am 
perfectly certam that the whole office must have hailed the news of a settle- 
ment with unspeakable relief However, it was worth strivmg for when 
Germany is very depressed at the great progress our people are making, 
with their own industnal troubles and enormous losses m the field In- 
dustrial trouble in this country just at this moment would give them 
encouragement when perhaps of all times in the war it was necessary that 
they should not receive it." 

The A.SE then issued this message — 

" Delegates have reached agreement with Government Arrangements 
have been come to in connection with the Schedule o^ Protected Occupations 
which provide adequate protection for skilled men and apprentices Dele- 
gates urge there should be no stoppage of work." 

We had therefore reached agreement with the delegates and the 
executive, as to the acceptance of the schedule in place of the 
trade cards, but would their authonty be sufl&cient to get all 
the men back mto the shops ? Unfortunately it was not. 
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The impression, I think, of most of us who were in dose touch 
with the sittiation was that the substitution of the schedule for the 
trade cards would have been accepted without stoppages m view 
of the precise character of the schedule itself and of the elaborate 
safeguards against improper recruiting, had it not been that sus- 
pidon was fostered and the bitterest possible feelings aroused over 
the proposed introduction of the system of dilution into non-war 
work. Reference has already been made to the origination of 
that expedient and to Henderson’s announcement of the proposal 
to the trade unions as well as of our determination at Mumtions not 
to embarrass our work and the good rdations that had been estab- 
lished by taking more of a hand in it than we could avoid. By 
May, 1917, however, the proposal had gone further, and the fol- 
lowing extracts from my iary of December 12 and 18 reveal how 
it was that the men m Stephenson-Kent’s department at the 
Ministry, although they disliked it intensely, had finally to turn their 
mmd to devising appropriate safeguards and arrangements for 
giving effect to it The reason was that they were the only men 
who were applymg dilution m any form — 

Tuesday, Deumber 12, igi 6 

" A good deal of the morning was occupied by a conference vath the 
A S E Executive with Hodge as the new Mimster of Labour The A S E 
object to dilution on private work, but, in the end, I think, we got them to 
a friendly frame of mind and they adjourned to consider the scheme and 
are to meet again upon it next week " 

Monday, Deumber 18, 1916. 

*' In the evemng we had the adjourned conference with Hodge and 
the Executive of the A S E on the question of dilution in private trade 
They were very sticky and refused to have anythmg to do with it, but I 
came to the conclusion that they could not accept any responsibility in 
recommendmg their members to adopt it, but might negotiate if a Bill were 
brought m to require it We promised to send them a statement settmg out 
the needs of the case accompamed with pledges as to maintaining their 
position afterwards, similar to those applying to mumtion shops I am 
mchned, on the whole, to think that it will come to a Bill " 

The anticipation mentioned m the last note was soon realised, 
and in conjunction with the Labour Ministry, under Hodge, a num- 
ber of men under Stephenson Kent were set to work frammg a 
Bill. By the time the dispute over the substitution of a schedule 
for the trade cards had come to a head in the month of May, the 
draft of the proposed Mumtions of War Amendment Bill had been 
prepared and the difficulties over the schedule were intensified a 
hundredfold by the knowledge that negotiations were m prospect 
for devising an acceptable scheme for the introduction of dilution 
into non-war work. 
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During all these months the perpetual troubles with recruiting 
had done much to foster the growth of the authority of the repre- 
sentatives of the men in the shops. The shop steward Md mdivi- 
dual grievances and complamts before him . he was an immediate 
spokesman , and by May the shop stewards, as shop stewards, had 
become strongly organised Their representatives, unlike the 
delegates and the executive, had not heard at first-hand the firank 
statements of Robertson and Jelhcoe nor had they been called 
upon to consider in practical detail the working of recruiting, sub- 
stitution and exemption arrangements 

Notwithstandmg, therefore, the agreement of May 5 and the 
instruction of the delegates, strikes contmued. Many men were 
out on stnke in Sheffield, Coventry and other places, and the posi- 
tion in Lancashire was immensely aggravated by the unspeak- 
able folly of the head of a small firm who refused to have dealmgs 
with the men's representatives in his shop. His partners recog- 
msed that stand-offishness of that kmd was altogether out of date 
and he resigned his position on the management , but the incident, 
added to the prevaihng ferment, led to a widespread stoppage until 
the matter was adjusted. The strikes therefore continuing, not- 
withstanding the agreement of May 5 , 1 myself saw the Executive 
of the Engineers on Wednesday, May 9, and a sentence taken from 
Mr Brownlie’s (their Chairman) opening statement should be 
quoted as reveahng this other disturbing factor — 

" The stoppage of work in the districts that yon have mentioned is not 
due directly to the withdrawal of the Trade Card Scheme There is a con- 
siderable amount of unrest owing to the mtroduction of the Bill mto the 
House which makes for dilution in private and commeraal work This has 
accentuated the unrest Whilst it may be said that districts like 

Sheffield, Coventry and other places may have revolted against the with- 
drawal of the Trade Card Scheme the position is confused and somewhat 
comphcated I think we should be justified in sa3nng that at the moment 
in the districts I have mentioned the burning pomt is in regard to dilution 
on pnvate and commercial work *’ 

Brownlie's statement completely confirmed our impression 
as to the aggravating efiect of the proposed dilution on pnvate 
work We had, however, beai instructed to struggle on with it 
and endeavour to find some workable arrangement. Henderson, 
on behalf of the War Cabmet, on more than one occasion in mter- 
views with the umons, had emphasised the deasion of the 
Government not to turn back It was primarily the business of 
the Mimstry of Labour, but for the reasons already referred to, 
we at Mumtions had to take executive charge, and, as Munster, 
I was made responsible for the Bill m the House of Commons 
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working in association with Hodge as Minister of Labour I 
never undertook the charge of a Bill with more imwilhngness 

The executive of the unions and the delegates wore domg 
their best to get the men back to work. They knew perfectly 
well that discussions on the Bill must be prolonged and that the 
door was wide open to negotiations. But the fact was the men 
were altogether out of hand 

The position was as maddemng as any we had ever experi- 
enced. Here we were m the middle of a big programme for arm- 
mg merchant ships, of gun replacement and gun repair for the 
summer otfensive and with a clamorous demand for tank engmes 
and aeroplanes, and we found ourselves confronted with perpetual 
outbreaks and disputes over recruitmg that had been provoked 
by two sets of ill-considered proposals gratuitously and light- 
heartedly thrust upon the country by the Man-Power Board 
The perpetrators of the mischief were lookmg on as dispassion- 
ate and, mdeed, to some extent as cntical, observers, whilst 
Henderson, Hodge and myself, with the men from Munitions, 
the War Ofi&ce and the Labour Department, were slaving away 
trjTng our best to clean up the unspeakable mess they had 
made 

The effect of these stnkes upon output was deplorable 

As an example I may quote from a return that I asked Colonel 
Symon — who was Sir Charles Elhs’s chief assistant m guns — to 
give me as to the effect of the stnkes for the month of May upon 
gun output The result was that, compared with antiapated 
delivenes to Service, we were short of the following numbers of 
guns — 


1 8-pounder 
6o 

4 5* howitzer 

6 ' 

8' .. Mk V 

9-2* „ Mk I 

6' gun, Mk. XIX and 



90 


22 


8 


45 

and VI 

10 

and Mk. II 

6 

VII 

2 


guns 

guns 

guns, 5 carnages 
guns, 30 „ 

guns. 8 
guns 

guns, a equipments 


On May 10, after a long conversation with fifty umons repre- 
sentmg the Federation of Engmeers and Shipbuildmg Unions, 
I managed to persuade them to pass a resolution unanimously 
condemnmg the strike and to appomt a committee to discuss 
the Bill with us. The Executive of the A S.E. withm the narrow 
hmitations open to them, did their best to help us, but it would 
be wearisome to descnbe the numerous conferences and deputa- 
tions that went on during the second and thurd weeks of May 
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Cutting across them were others concerned with the arrest of cer- 
tain mutmeers — ^arrests perhaps that m some degree helped to 
reveal the gravity of the situation and had a sobering effect. 
Free quotation from a description of the events which I wrote 
up on Thursday, May 24, will suffice to explain what transpired, 
but, before quoting it, it should be explamed that an imofficial 
Stnke Comnuttee had come mto existence which was m a great 
measure a standmg challenge to the authority of the executives 
and of the delegates of the union. We had steadily refused to 
negotiate with the Strike Committee except with the approval 
and cogmsance of the umon authonties, for any other course 
would have made confusion worse confounded 

Thursday morning. May 24, 

'* I have not had time to do any diary since last Thursday mommg 
*' The adjournment of the House was moved on Thursday, 17th, re the 
mumtions strike, and it was made the occasion by Anderson for a great on- 
slaught upon the Mimstry, and myself in particular, for f ailmg to negotiate I 
** Previous to the Adjournment Motion at 8 15 p m I saw the A S E 
Executive with Barnes and they tried to induce me to withdraw the Mumtions 
of War Amendment Bill, which I had no authority to do I found, however, 
that both they and the Strike Committee were in the Gallery I need scarcely 
say, as this diary witnesses, that there was little difficulty m disposmg of the 
failmg * to negotiate ' charge I took the hne, of course, of supportmg our 
decision to negotiate only through the Trade Union channels. I knew, of 
course, also that during that night certain of the strikers were to be arrested 
" The A S E Executive met me on Friday mommg and we had a long 
sittmg, discussing the situation generally and the question of the amendments 
to the Bill, with the result that I wrote them a friendly letter invitmg their 
co-operation 

*' Fnday saw the openmg of a strong Press campaign in certain sections 
of the Press against the Ministry of Mumtions seeking to put the blame upon 
the Ministry for the labour troubles and a great deal of it was directed against 
myself, although not in the most responsible papers Late on Fnday mght 
I was rung up at home by Hurst of the Mimstry, saymg that the A S E. 
Executive wanted to speak to me After some delay I got on to them at 
their headquarters at Peckham and found that the strikers' delegates had 
asked them to bnng them to see me and also to use their good offices to assist 
those arrested and bail them out On Saturday mommg when I got m I 
found that the P M had called a meeting at No, 10 of Henderson, Hodge and 
myself on the general question On hearing that I was meetmg the A.S.E 
they adjourned it until four o'clock in the afternoon* 

" At first, the meetmg with the A S E and stnkb delegates opened un- 
promismgly It turned out, however, that there was a misunderstanding 
between them and, after we had left the room for a few mmutes to leave 
them to themselves, we came back to find thmgs much smoother. For two 
hours or more they freely stated their grievances and 1 dealt with them 
sympathetically. Afterwards they agreed to leave the whole matter m the 
hands of the executive to negotiate with me. The executive was as anxious 
as I was to get the matter settled up and I am glad to say by 2.30 or there- 
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abouts we had agreed on an outline of a settlement and had it all typed, 
signed and settled by the time of the meetmg at No. 10 in the afternoon The 
substance of it was that they would discuss the Bill with us, that we would 
arrest no more men and the strike comnuttee would advise the men to go 
back to work and the executive would do the same 

** The agreement was confirmed at the postponed meeting at No xo, 
and we sent for the A.S £ to come to make it quite clear that the 
pledge did not commit us against taking action against the men who 
had already been arrested This was quite definite in the agreement, 
but at the request of the A S E we inserted the words * pendmg the trial * 
in the part of the agreement which deals with those arrested I am 
putting ja copy of the agreement in these notes as it finally left our hands 
I left the paper in the Cabinet Room, as I was assured that the people there 
would see to getting it published I went away feelmg a good deal happier 
in mind. We all thought and congratulated ourselves that we had done a 
real good day's work." 

In view of what will follow it is necessary to quote the pre- 
liminary statement as well as the text of the agreement itself, 
prinUng in italics those parts which are referred to in the next 
chapter. The agreement had been negotiated solely by us at 
the Ministry and it brought the disastrous strike to an end and 
led the way to emancipation from the troubles which had so need- 
lessly been brought upon us To those of us, however, who had 
done the work the sequel was quite different from what ordmary 
people might have antiapated 

Prehminary Statement 
" Engineers* Strike 
** Settlement Reached 

** A Conference was held at the Ministry of Munitions to-day between 
the Minister of Munitions and the Executive of the Amalgamated Society of 
Engineers who were accompanied by a deputation from the unofficial Strike 
Conference 

** The interview began with a statement by the Chairman of the Amal- 
gamated Society of Engineers who intimated that he was there to introduce 
the deputation with the authority of the Executive, and that the deputation 
wished to lay the facts of the situation as they saw them before the Mmister 
" The delegates thereupon stated the grievances of the men in respect 
of the abolition of the Trade Card Scheme, the Mumtions of War Amendment 
Bill and other matters. They then withdrew and left the Executive Council 
and the Minister of Mumtions to consult upon the situation 

** The Executive Council placed certam considerations before the Minister 
who stated that before repl3ang he would be glad to know what action was 
proposed to be taken by the Society to arrive at a settlement of the present 
difficulties. The following Resolution of the unofficial Strike Conference was 
thereupon read— 

** That we hereby request the Executive Council to attend with us at 
the Ministry of Munitions in order to state our case and then immediately 
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return to our districts tdling them we have carried our mandate and 
advise them to return to work leavmg the matter with the Executive 
Council on receiving assurances of no further arrests, of no victimisation 
and m regard to releases. 

** Thereupon the attached Agreement was arrived at between the Minister 
of Munitions and the Executive Council This Agreement was subsequently 
ratified on behalf of the Government by the Prune Minister 

** Arrangements have been made in accordance with the Agreement to 
release the men arrested on their own recognisances at the earhest possible 
moment.** 


TEXT OP THE AGREEMENT AS INSTRUCTED TO BE ISSUED 


** At a conference held at No, 10 Downing Street at ^ pm, the Prime Minister 
in the Chair, the following proposals were submitted and approved — 

*• As a result of a conference held to-day between the Minister of Munitions 
and the Executive Council of the Amalgamated Society of Engineers, accompanied 
by a deputation of the unofficial Strike Conference, and of subsequent negotiations 
between the Minister and the Executive Council, it has been agreed— 

" (i) That the members of the unof&cial Strike Conference should return 
to their districts m accordance with the Resolution of the deputation from 
the unofficial Strike Conference which waited upon the Executive Council, 
and should advise the men to return to work at once , and that a public state- 
ment should be made to this efiect 

** (2) That the members of the unofficial Strike Conference should leave 
the Executive Council to conduct negotiations with the Government in regard 
to existing differences and should use their best endeavours to secure the 
continuance of this practice, with a view to the avoidance of any stoppage 
of work in the future 

'* (3) The Executive Council will issue an instruction to the men now on 
strike immediately to return to work. 

'* (4) That the Government will not authorise the arrest of further men 
in connection with the present strike m addition to the ten men against whom 
warrants have been issued 

" (5) That no further action will be taken to effect the arrest of the two 
men out of the ten against whom warrants have been issued who are not 
already in custody 

" ( 6 ) That the Government will be prepared to suggest to the Magistrate 
that pendmg the trial of the eight men who have been arrested they should 
be ^owed out of custody on their own recogmsances to be of good behaviour 
(7) That there should be no victimisation in consequence of the present 
strike in any Government or Controlled Estabhshment 

** (Stgtwi) Christoph^ Addison, 

** Minister of Munitions 
** (Signed) J, T VBrownlie, 

** Chairman, Amalgamated 
Society of Engineers ** 


INSTRUCTION ISSUED BY THE ENGINEERS AS A CONSEQUENCE 
OF THE SETTLEMENT 

luri 4 ^ ^ Agreement entered Into with the 

Ministry of Munitions and confirmed by the Prime Minister on behalf of the 
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Government, and in accordance with the Resolution of the Deputation 
elected by the Strike Conference, the Executive Council instruct all members 
who are now on strike to resume work immediately. 

On behalf of the Executive Counal, 

** {Signed) J. T. Brownlie, 

'* Chairman 

Robert Young, 

General Secretary " 



CHAPTER XI 


THE USE OF THE PRESS DURING THE WAR 
AND LAST DAYS AT THE MINISTRY OF 
MUNITIONS 

The Press During the War — Some New Procedures Necessary — The Phenomenon of 
the ** Booster ** — Amazmg Misuse of the Settlement with the Engmeers to 
Attribute Credit to the Prime Mmister — Campaign against the Author and 
the Ministry of Munitions — The Altered Documents as sent from Dowmng 
Street — The Prime Minister's Contradiction in Parliament — The Effect of 
the Campaign — Changes m the Government — The Author to take up Recon- 
struction — ^Munitions Estimates — Reports of the Labour Commissioners — 
Robertson and the Woolwich Meetmg — Mills* Account — A Last Deputation — 
Carson's Attitude on the Change of Office^The Last Staff Meetmg — Fare- 
well to the Ministry 

T he reception of the news of the settlement of the dis- 
pute with the engmeers afforded a staking, although 
nauseous, example of a form of propaganda that 
attamed importance dunng the war Indeed, it pro- 
bably echpsed any former efforts m this direction The use of 
the Press to promote personal ambitions of mdividual pohticians 
IS, no doubt, as old as the Press itself, but with few exceptions it 
had, I think, been confined withm decent hmits both by the Press 
itself and by the ordinary standards of personal conduct Its 
grosser exhibitions are, however, becommg fairly well known and 
the reception given during the present year (1923) to two or three 
attempts at the puffing of individual pohticians shows that it is 
calculated m the course of time to defeat itself Human nature, 
however, bemg what it is, the casual reader of a newspaper is more 
mterested in news which has a personal character than m the dis- 
cussion and examination of pubhc questions on their own merits 
This fact, together with the ownership of a large number of news- 
papers by a few big proprietors, and the consequent destruction 
of that personal pride in the tradition and conduct of mdividual 
newspapers that formerly charactensed the majority of them, has 
done much to make the use of newspapers for personal and pro- 
paganda purposes easier than it was before 

Durmg the war the use of the Press by Government developed 
in an extraordinary degree. In some respects this was unavoid- 
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able and m others it marked the development of a system of com- 
munication that IS nght and useful at any time Unfortunately 
there was grafted upon it a system of personal advertisement 
which, so far as I know, was previously absent from Bntish 
pohtical hfe except to an msignificant extent 

Durmg the war the ordmary channels by which news might 
be obtamed were closed, so that agencies had to be created by 
which it might be communicated In most departments, there- 
fore, men were set apart whose duty it was to see the repre- 
sentatives of the Press and give them information m a reliable 
form as to what was happemng, and it was the business of 
these mtelhgence officers to keep m touch with what was 
current m the department and to 'ascertam from the Secre- 
tary or from the prmcipal officers what might be communicated 
It was a better system than the issue from time to time of 
dull statements m strict official language, and it had a further 
advantage of securing that correct statements were issued and 
not the half-truths which might otherwise only have been obtain- 
able by the Press representatives When important matters 
arose, most of us, I thmk, had interviews with Press represen- 
tatives ourselves, generaUy at a raeetmg speaally called for the 
purpose and at which, after the Mmister had made his statement, 
he submitted himself to cross-exaimnation On several of these 
occasions I remember discussmg with responsible representatives 
of the Press matters of a confidential nature, and I do not 
thmk that I can recall any occasion when confidential com- 
mumcations were either directly or mdirectly disclosed Lord 
Rhondda perhaps used this method more frankly and freely than 
anyone else, but I am quite sure he never used it for the purpose 
of advertismg Lord Rhondda, nor did he issue statements that 
were m any way misleadmg It must be an advantage to the 
Press that there should be some responsible man in a department 
to whom they can go for information mstead of hangmg about 
the comdors of offices and pickmg up stray odds and ends. This 
system, hke every other, depends for its success upon the men who 
work it, but if properly handled it serves a useful pubhc purpose 
With some Mmisters, however, it developed mto the employment 
of what Milner used to call "boosters,” and an altogether silly 
and poisonous system it was All sorts of tit-bits of person^ 
and domestic happemngs used to be served up, and often very 
cleverly too Many of them provided entertamment and did no 
particular harm, although no one could pretend that they were 
either dignified or useful. It is easy to pass from the advertise- 
ment of a man to the suggestion of comparisons between him and 
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others, to the depreaation of the others It did no harm, for in- 
stance, that the Prune Mmister should be photographed m his 
garden planting potatoes, but excessive inspired adulation of him 
was calculated to defeat its own ends, as, indeed, it did in the long 
run But when it took the form of attnbutmg to him achieve- 
ments to which he had no claim and contrastmg other pubhc men, 
including his own colleagues, unfavourably with himself, it became 
dangerous This kmd of thmg is sure to be found out m the long 
run, and then only provokes distrust 

A cleverly conducted Press Section came to be connected 
with the Prime Minister's entourage in No. 10 Downmg Street, 
and as a channel for the commumcation of authontative mfor- 
mation it was constantly of considerable use Sir William Suther- 
land was Its Chief, and certainly no man ever served his master 
with more assidmty and readmess of resource than he did He 
was a great behever in emphasising the personal side m pohtics, 
and I remember on more than one occasion to have differed with 
him as to the wisdom of its use as exemplified, for example, m 
the title of the “ Lloyd George ” Magazme You cannot found a 
political party upon a name, however emment and mentonous 
It can only be founded upon certam pnnciples, and a good many 
times I pomted out to him that, however loyal we might be to 
our Chief, there could be no escape from the fact that a statement 
of pnnciples and a body of pohcy were essential, and that if 
these were not forthcoming no lasting good would come of it 
What particular persons were responsible for some of the more 
stnking exhibitions of Press advertisement that were allowed to 
grow up around Lloyd George, I do not know, but no mani- 
festation of them was worse than that which accompanied the 
settlement of the engmeers’ stnke in May, 1916, or had a more 
unfortunate, nor, so far as I personally was concerned, a more 
disheartenmg effect. 

For some time previous to this settlement there had been 
appealing m certam sections of the Press suggestions that the 
trouble was of our creatmg at Mumtions, and m particular that 
I myself had had a good share m it, notwithstanding that the 
whole dispute had been about conditions of recruitmg and exemp- 
tion that were not pnmanly our concern and which we had not 
onginated 

An extract from my diary account of the events as written 
up on May 25, in contmuation of the extract already given, 
explams what happened on the Sunday and Monday, foUowmg 
the settlement of Saturday, May 19 — 
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. Little did I calculate upon how the matter was to be represented. 
Not that I myself am specially anxious to get credit pubhcly, but it was 
necessary that it should be dear, both for the confidence of our staff and 
munition workers generally, as to what had happened. It was the fact 
that we ourselves at the libnistry had negotiated the whole settlement and 
had secured what is, I hope, a healthy understanding ... To my absolute 
horror, I found on Sunday that the whole thmg was represented in the papers 
to the effect that the PM.... had had to step m and dear up our mess ; 
that I had made a hopdess muddle of it and that he had had to come in and 
do the job at the deventh hour A more monstrous perversion of the facts 
it IS impossible to imagme, and I confess that my fedings on the subject were 
as bitter as they have ever been m connection with any public incident 
Coimng to the Office on Monday morning, I was met by Kellaway, Kent and 
the rest of them m an absolute fume of indignation I need scarcely say that 
the first thing I did, even before coming to the Office, was to go to L G and 
have the matter out and set on foot enquiries as to how this had happened 

. There had been deliberately cut out from the agreement the phrases 
which showed how the settlement had really been arrived at The 
fury of the men in the Office was beyond descnption . Nothmg could 
have been more loyal and splendid than their attitude. Their disgust was 
unmeasurable *’ 

At the conclusion of the meeting with the engmeers on the 
Saturday at No. 10 Dowmng Street, the agreement had been 
left on the table with the assurance that it would be commum- 
cated to the Press by the officials there, for it was of the utmost 
importance that the details of the agreement and the covenng 
mstruction of the Engmeers’ Executive should be given the widest 
possible pubhcity on Simday so as to get the men back to work 
on Monday At our mterview on Monday mommg, Lloyd George 
expressed his amazement and disgust at the form that the com- 
mumcations had taken, and his determination to find out who 
had been responsible for it. I discussed the matter with Bonar 
Law, and he and I both msisted upon the importance of Lloyd 
George himself makmg a statement upon the subject m Parlia- 
ment that afternoon. Durmg the course of the day my Secre- 
tanes obtamed from the Press Bureau the actual documents that 
had been sent across for communication to the newspapers, and 
they revealed the omissions and substitutions that had been 
effected m the documents as agreed between mysdf and the Amal- 
gamated Soaety of Engmeers. On the basis of these falsified 
documents picturesque accounts had been founded of the muddle 
we had made of things at the Mmistry of Mumtions, and of how, 
at the eleventh hour, a settlement had been reached at No. 10 
Downmg Street, by the mterposition of the Prune Mimster. There 
was no mistake as to the handwntmg of those responsible for the 
alterations, although the authority for making them was not 
revealed. 
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The conduding paragraph at the end of the prehminary state- 
ment had been omitted. It read as follows (itahcs m previous 
chapter) — 

(1) “Thereupon the attached agreement was arrived at between the 
Munster of Mumtions and the Executive Council. This agreement was 
subsequently ratified on behalf of the Government by the Prime Minister ’’ 

And this had been substituted for it — 

(2) " Subsequently there was a Conference at 10 Downing Street, at which 
the I^me Minister presided and a settlement was arrived at “ 

The two sentences preceding the terms of the agreement itself 
had also been omitted. They were as follows (itahcs m previous 
chapter) — 

(3) “ At a Conference held at No 10 Dowmng Street, at 4 p m , the Prune 
Muuster m the chair, the followmg proposals were submitted and approved — 

" As a result of a Conference held to-day between the Mimster of Mumtions 
and the Executive Council of the Amalgamated Society of Engmeers, accom- 
pamed by a deputation of the unofficial Strike Conference, and of subsequent 
negotiations between the Minister and the Executive Council, it has been 
agreed . . ’’ 

In substitution of the above sentences the followmg paragraph 
had been mserted — 

(4) “ After a meetmg at the Ministry of Munitions between the Minister 
of Mumtions and Mr Henderson, and the Executive Council of the Amal- 
gamated Society of Engmeers, who were accompamed by a deputation of 
the unofficial Strike Conference, a Conference with the Executive Council 
of the Amalgamated Society of Engineers was held at No 10 Dowmng Street, 
this afternoon at 4 p m The Prune Mimster presided, and was accom- 
pamed by Mr Henderson, the Mimster of Mumtions, and the Mimster of 
Labour" 

Then followed the agreement without alteration. 

Fmally, the signatures of Mr Brownhe and myself at the 
bottom of the agreement were omitted, so that the documents, 
as a whole, mdicated that the sequence of events had been as 
follows — 

That a Conference had been held between the Mimster of Muni- 
tions and the Executive of the Amalgamated Society of Engmeers 

That subsequent to this there had beeil a Conference at No 
10 Downmg Street, at which the Prime Mmister had presided 
and at which a settlement had been arrived at. 

In order to make this watertight, the two paragraphs preced- 
mg the agreement itself had been omitted and the pars^raph 
quoted (No. 4) had been inserted m their place. 

These alterations, however, would not have sufficed to make 
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the falsification consistent had not Mr. Brownlie's signature and 
mine been removed from the agreement as pubhshed 

Far and wide throughout the land it had been represented 
on the Sunday that we at Mumtions were an mcompetent set of 
bunglers, with hard and unsympathetic officers, with the result 
that the work of the Ministry's representatives m the thousands 
of engmeenng and other shops was made needlessly difficult. 
When tales of this kind are set agoing there is no catching them 
up. We did the best we could, and, in the afternoon in the House 
of Commons, m answer to an arranged Private Notice question 
from Mr. Tyson Wilson, the Pnme Mmister made a statement 
on the subject as follows — 

May 21, 1917 

** Mr T Wilson Before the motion (for the adjournment) is with- 
drawn, I would like to ask the Pnme Mimster if he can make any statement 
as to the negotiations resulting in a settlement with the Amalgamated Society 
of Engineers, and as to the present position of affairs 

The Prime Minister I am glad to have an early opportunity of 
giving to the House and to the country a full statement of the negotiations 
and the circumstances of the settlement arrived at with the engineers With 
regard to the negotiations which led up to the immediate settlement, the 
facts are that, on the mitiative of my right hon fnend, the Mimster of Mum- 
tions (Dr Addison), who had been m close touch with the Amalgamated 
Society of Engineers, a Conference was held with the Executive Council 
of the Society on Friday mormng Negotiations subsequently took place 
between the Executive and the unofficial Strike Conference, which resulted 
in a request that the Executive should represent their interests and arrange 
for an interview with the Mimster the following mormng, in order to give 
them an opportumty of stating their case This interview was arranged 
late on Friday mght with my nght hon friend, and he met the Executive 
Council with the deputation on Saturday mormng My right hon fnend, 
the Mimster of Mumtions, conducted the negotiations with the Executive 
Council, which resulted in an agreement, and I am sure the House will join 
with me in congratulating my nght hon fnend on the result, and upon the 
skill with which he conducted these negotiations The agreement was 
signed by my right hon fnend and the Chairman of the Executive Council, 
and was made subject to the concurrence of the Government The agree- 
ment was subsequently brought to me in the afternoon by my nght hon 
fnend, and I confirmed it on behalf of the Government, my nght hon friends, 
the Member for Barnard Castle (Mr A Henderson), the Mimster of Labour 
(Mr Hodge), and the Executive Council of the Amalgamated Society of 
Engineers, bemg present I may explain, with regard to the position of the 
country this morning, that it appears on the whole that there has been a 
resumption of work In certain places, notably Leeds and Sheffield, further 
meetings have been held to decide whether the men will return, in view of 
the agreement arrived at in London At Barrow a portion of the men are 
still on strike. That is the position at the present moment " ^ 


^ Parhamentary Debates, Vol XCIII, Cols. 2025 and 2026 
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The efEect of the case as ongmally represented did us a great 
deal of harm for a long time in provokmg a loss of confidence m 
the goodwill and capacity of our men, because the contradiction 
of the previous reports, as contamed in the Prime Minister’s answer 
of Monday, May 21, obtamed an msigmficant pubhcity. The ma- 
dent had, in short, been used by over-enthusiastic agents to snatch 
credit for the Pnme Mmister That m itself would have done no 
harm, but when it took the form of a campaign of depreciation of 
one of his colleagues holdmg an important office, it became about 
as poisonous as anythmg of this kmd could possibly be The 
engmeers themselves were extremely disgusted at the mcident, 
and were prepared on their own account to issue a full statement 
of what had taken place It might have been gratifymg to me 
personally, but it might have led to further acnmony After all, 
we were at wax and the resumption of work was the thmg that 
mattered most The occurrence served to evoke touching mani- 
festations of loyalty from some of my colleagues, and in parti- 
cular from Bonar Law and Henderson m the first mstance, who 
did their best to sift the matter, and later on, from Derby and 
Long, who made it their business to inform editors of important 
newspapers as to what the course of events had really been, as 
the editors themselves were afterwards good enough to tell me. 

The campaign did not die down all at once, and, indeed, a 
week later, through the good offices of Mr Caird, who was work- 
ing in the Munitions Department, an article that had been pre- 
pared for an important Sunday paper m the stram of those of 
May 20 was withdrawn, as he told me afterwards, because he 
had been asked to attend a conference where the matter was dis- 
cussed, and as he was able to inform those present of the actual 
facts of the case A friendly article was substituted All sorts 
of rumours were afloat and passed on to me by different colleagues 
and others as to the mspiration of the campaign, but the docu- 
mentary evidence m our possession was sufficiently defimte and 
nothing was to be gamed by probmg the busmess any further 
A natural feehng of mdignation prompted one to throw up one’s 
office m disgust, but the Pnme Mimster had made a statement 
of the facts m the House , I rejoiced m my work, and, as will be 
related directly, had already, by agreement with him, arranged 
to take up Reconstruction as soon as a convenient opportunity 
arose The final reference to the topic in my diary notes is as 
follows — 


" A good many of the papers have been pretty hostile trying to blame 
me for the labour troubles Some day I dare say I will be able to speak out 
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and. say that the Man-Power Board with its dilution scheme and the Trade 
Card Scheme (both of which I protested against vigorously at the time, as 
all my colleagues know), are the two big messes that I have had to try and 
clean up and have had to bear all the odium that was bound to fall on who- 
ever had the job to do This is the kmd of thing, I suppose, thav happens 
m pubhc life, so I must not worry about it ’* 


The first considerable group of changes in Lloyd George’s first 
adnmustration took place during the summer of 1917, and it may 
be convenient at this pomt to refer to that affectmg myself and 
to bid farewell to the work of the Mmistry of Munitions 

Transfer to the Mmistry of Reconstruction, in the light of 
the precedmg record, could scarcely be gratifymg to my per- 
sonal feehngs, if such considerations were entitled to any weight, 
but I was a freely consentmg party all through Lloyd George 
and I had had a good many talks over future policy and pohtical 
orgamsation, and I had agreed to take charge of such matters when 
a convement opportunity offered 

I was his guest at Walton, on May 29, dunng the week follow- 
mg the vmfortunate episode m connection with the settlement 
of the engmeers’ strike, and at the suggestion, so he told me, of 
Lord Milner, the proposal then was that I should be appointed to 
the War Cabinet in order to relieve Milner of some of the ques- 
tions that were bemg referred to him and to have time to give 
thought to questions of domestic policy I expressed my appre- 
ciation of the offer but was naturally reluctant to seem to leave 
Mumtions under a cloud The notes of this conversation show 
that Lloyd George undertook to do what he could to see that such 
an impression was not associated with the change, but he was very 
emphatic that he wanted my nund free for the purposes already 
mdicated This particular proposal, as I found afterwards, was 
interfered with by a statement of what was in contemplation that 
appeared in The Times newspaper on Saturday, June 2 The 
annoimcement apparently set certain cross-currents gomg that 
made difficulties. Bonar Law told me of them with much kmd- 
ness whilst expressmg their contmued desire that the appomtment 
should be made. On Sunday, Jtme 3, I was agam a guest at 
Walton, and the material note of it, so far as I personally was 
concerned, was as follows — 

" L G. agreed with me that it would be impossible for me to go from 
the Ministry until the whole business had blown over. He repeated all the 
same that he must have me free to give my thoughts to future policy and 
the consohdation of the party position He agreed to do all he could to 
damp down the Press campaign, and he said that we must have the Mum- 
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tions Estimates as soon as possible m order to counteract the effect of what 
had been said lately, and suggested that use should be made of the oppor- 
tumty to give a fairly full account of the achievements of the Ministry ’’ 

With this understanding that I should take up Reconstruction 
problems as soon as possible, whether as a member of the War 
Cabmet or otherwise, it was a great surprise to me to be asked to 
be Food Controller on the followmg Fnday, Jime 8, as already 
recorded, especially as for some time previously I had been actmg 
as chairman of a small committee charged with the survey of 
questions relatmg to pohtical orgamsation. A much better ap- 
pomtment was made in Rhondda, and the mcident passed 

The ongmal arrangement was adhered to and confirmed at 
a further talk that we had on June 18, and I was to take advan- 
tage of the presentation of the Mimstry of Mumtions Estimates 
to make a comprehensive review of the work of the Mmistry as 
having been mtimately concerned from the beginnmg, and there- 
after the change of appointments would be made when other 
thmgs were favourable These " other things ” related not to 
myself, but to changes which the Prime Mmister was anxious to 
effect and which were attended with some difficulty, as will be 
related, but there was every reason for makmg the more important 
of them together rather than piecemeal. 

The Estimates Speech of Thursday, June 28, was subsequently 
reprmted as a pamphlet ^ It had a large sale, emd contams, I 
think, a fairly comprehensive survey of what had been done at 
the Mmistry up to that time 

Now that the strikes were over and men were generally back 
at work and thmgs were proceedmg fairly smoothly, it was neces- 
sary to try and arrive at some understandmg with the employers 
and the trade umons as to the amendments that should be mtro- 
duced into the Mumtions of War Amendment Act Bill then before 
the House with regard to the safeguards and conditions that ought 
to accompany the mtroduction of the practice of dilution on 
private work. I had prolonged conferences dunng June with 
the Amalgamated Society of Engmeers, and good progress was 
made although they had as httle likmg as ever for the pnnciple 
of the proposal. It is not necessary to parUculanse the highly 
techmcal and detailed provisions of the Bill for the consideration 
of which I finally secured the appointment of a Jomt Comimttee 
of the employers and of the trade unionists The more we 
exammed the proposal, m view of the contmual wide extensions 

‘ Bnttsh Workshops and the War. T. Fisher Unwin, Ltd. Pnce three- 
pence. 



POLITICS FROM WITHIN 


154 

of Vrar-work, the less confident we became as to the number of 
recruits that it would set free, so that when Churchill afterwards 
came to the Mmistry of Munitions with a dear fidd before him, I 
thmk he did qmte nght m msistmg on droppmg the proposal out 
of the Bill 

A good many of us, and certainly I myself, received much 
comfort towards the end of June from the reports of the Special 
Comimssions that had been set up to enquire mto the causes of 
the mdustnal unrest. The following note of June 26 is suf&aent 
to dispose of that matter — 

'* We had a good many reports in on the labour conditions, and I am com* 
forted to find that, so far as the Mmistry of Mumtions is concerned, it appears 
to be regarded ttiat the admmistration of the Mumtions Act is one of the 
minor causes of discontent Recniiting, prices, and delays m arbitration 
come easily first, and then naturally the senous misgivings of skilled workers 
as to what is to happen and the lack of confidence m Government promises 
I am afraid that there is a good deal of justification for this last, seeing that 
we have had to withdraw the miserable Trade Card Scheme and are now 
compelled to ask for dilution on private work which m former times it was 
promised would not be asked for " 

Before concludmg the Munitions story and descnbmg my 
parting from that beloved department, I must refer to an enter- 
taining, but rather unfortunate, meetmg at Woolwich on July 13, 
attended by Field-Marshal Robertson and myself I blamed 
myself afterwards for subnuttmg Robertson to so uncomfortable 
an ordeal, but I had not been warned that the meeting was likely 
to be stormy He had expressed his willmgness, now that things 
had settled down, to address a meetmg of trade unionists, and 
I had often been requested to hold a meeting m Woolwich 
Robertson had done so remarkably well in our pnvate mterviews 
with the delegates that I welcomed his friendly disposition He 
therefore consented to preside and to make a speech as chairman 
I do not know that I can improve upon the story of what was by 
far the most boisterous meetmg I ever attended than by quotmg 
from the note that was made of it the following day, Saturday, 
July 14 — In explanation of my mvitation of Mr Mills to take 
the chair after Robertson left, it should be explamed that the inter- 
jections suggested that the uproar was partly due to local gnev- 
ances of which I knew nothmg, and, m particular, that the men 
felt affronted at what they regarded as shghts that had been put 
upon theur own representatives — the shop stewards It did not 
therefore take me a moment to decide to go on with the proceed- 
mgs if possible and get to the bottom of the trouble. The diary 
account is as follows — 



THE PRESS. FAREWELL TO MUNITIONS 155 

'* We went down to Woolwich to the Plumstead Baths at eight o'clock. 
There was a fine row going on inside and we were told that things were hkely 
to be lively Robertson was a bit late. When we went on to the platform 
it was certain that things were gomg to be noisy There was a crowd of 
between 1,500 and 2,000 men. and, judgmg from their expressions, they m- 
tended to have a mght out at the expense of the Minister of Mumlions, 
although they were good-humoured enough Robertson got started with 
his speech, but was subjected to a good deal of mterruption • • • I am 
sorry to say he got more and more irritated with the repeated mterruptions, 
most of which were quite good-natured However, finally, he lost his 
patience . He turned to me and said, ‘ I am not gomg to stand this any 
longer,' picked up his notes, walked ofE the platform and left the meeting. 
It was a very awkward situation A vacant chair and a big meeting of men 
who were laughing, and cheering, not knowing whether to be amused or 
annoyed at Robertson's departure There was a considerable babble for a 
time, but I soon found from the interruptions that there was some grievance 
about the shop stewards not bemg on the platform I therefore immediately 
said that I should welcome them on to the platform and invited them to 
come The Executive Committee of the shop stewards then sorted them- 
selves out from the meeting and came m a body on to the platform I got hold 
of a man who was the chairman of the shop stewards and promptly asked 
him to take the chair He proved to be a very good man, of the name of 
Mills, ^ and he said to me that he could try and get the meetmg quiet He 
obtamed a thick stick from somebody and by hammermg on the table reduced 
the meeting to quietness, and put it to the meetmg that they should give 
me a quiet hearing They put this to the vote and it was earned unam- 
mously . It was a lively, but good-humoured, meetmg, and I managed 
to speak fully and frankly, and afterwards answered hosts of questions, of 
which a large number had been sent up, bemg relieved by Kellaway after 
about an hour of cross-exammation, as I was gettmg tired As a matter of 
fact, the men gave me a great demonstration at the fimsh, and, I think, appre- 
ciated, at all events, that I had faced the music . A large number 
crowded round me saying that they wanted to shake hands . and our 
own people were rejoiced at such a termination " 

A note on the subsequent proceedings, made a few days later, 
says — 

“ On Saturday monung, to my mfimte disgust . . Piggott telephoned 
to me about 10 30 am to say that he had found out that Robertson had 
gone back to the War Ofl&ce and had given instructions to the Censor that no 
report of the meetmg was to be published This, of course, was impossible, 
and the furore it gave rise to m the Press may best be seen m the Press at that 
time As one naturally expected, it has done us harm by the impression get- 
tmg abroad at the start that we had had something tq do with the suppression 
of the reports. Durmg Saturday, I insisted that the reports must be issued 
— at all events, as far as my share was concerned — and a good many of the 
papers put it m. During the course of the week the truth filtered out, and 
I think that the interview of Mills with the Daily Express gives a faith- 
ful account of what has happened except that I should have said the number 
of interrupters was nearer a hundred than a score " 


^Mr. J E. Mills, now Member of Parliament for Dartford. 
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' ** Daily Express,** London, Saturday, July 21, X917. 

TRUTH ABOUT WOOLWICH. 

** The grievances 

“ The publication m the Daily Express 3^erday of the story of what 
happened at the meeting of Woolwich engmeers was greeted with much satis- 
faction by the Arsenal workers. 

" Enquiries made by a Daily Express representative yesterday show that 
out of the 2,000 men who were present the number of mterrupters was not 
more than a score — although they succeeded in creatmg a good deal of noise 
— and that there was no hostility either to General Sir WiUiam Robertson 
or to Dr Addison 

** The interruptions were in the nature of a letting-off of steam, and the 
meeting ended with loud cheers for the Minister of Mumtions. 

** It IS clear that the engmeers had one keen local grievance and two 
general grievances The local grievance was this For five years the shop 
stewards have discussed shop gnevances with the head of the Arsenal Some 
time ago Sir Vmcent Raven left the Arsenal, and his place as chief super- 
mtendent was taken by a military officer. This change was followed by the 
reference of gnevances to the A S E headquarters— eliminating the shop 
stewards The men put this down to the Mimstry of Mumtions 

" On the question of dilution in private work there seems still to be a 
senous difierence The engmeers say that they remam absolutely opposed 
to this course, and they allege that the great need for raw material for Govern- 
ment work makes dilution on pnvate work unnecessary and * impossible * 

" Causes op the Uproar 

*• The men's views were explamed to a Daily Express representative by 
Mr Mills, the chairman of the Woolwich Engmeers’ Shop Stewards' Executive 
Committee 

" * Speaking after the event,' said Mr Mills, ' I would say that the whole 
cause of the uproar at Plumstead, which has aroused so much comment m 
the Press, was due to three causes — 

" * I The fierce resentment of the engmeers at the tactless and loose state- 
ment of Mr Lioyd George that the recent strike had caused a stoppage of 
aeroplanes 

" ' 2 The action of some minor official at the Ministry of Mumtions, who 
had referred local matters — ^which for many years had been dealt with direct 
by the shop stewards — to the head office of the A S E , who are already over- 
worked in these abnormal times. 

" * 3 The determination of the whole of the skilled unions that on no 
account would they allow further dilution of the trade, as applied to pnvate 
work 

" * These can be considered as the main pomts which led to disorder, to 
which must be added the fact that only twenty-four hours' notice of the 
meetmg had been given, which made it impossible to organise an attendance. 
It IS therefore significant of the deep mterest the workmen are takmg m this 
question that so many men attended at such short notice 

" * I am glad the fact has been established that General Sir William Robert- 
son was present, and I should say the official reason given for the suppression 
of this item displays crass ignorance of the situation. It is true to say that 
when the speakers took the platform " The Red Flag *' was sung very heartily, 
but when the General rose to speak he had a splendid reception. 
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•• ‘Dilution. 

" ‘ With^all respect to him, it must be emphasised that on such a con- 
troversial topic as dilution of labour the most popular speaker must expect 
dissension m such a great assembly, and there were several mterjections, 
which were met by loud ones of “ Order I ** from all the embryo chairmen m 
the meetmg, all of which tended to make the confusion still worse. 

‘ I suppose the General failed accurately to sense " the feelmg of the 
meetmg, and thought it was hostile to him. Such was not the case, and when 
later m the proceedings I was asked to take his place, my first pomt was our 
regret that he should have left the meetmg as he did, and the meetmg un- 
animously endorsed that opimon 

** *Dr Addison then addressed a keenly critical audience, who seemed to 
anal3rse every word, and with whom he was perfectly straightforward He 
evidently was unaware of the friction m the Arsenal, and it must be said of 
him that he has lost no time m meetmg our shop stewards* executive, and 
restoring the established practice of local autonomy 

" ‘ He was overwhelmed with questions, mainly concemmg the question 
of dilution, and, of course, the much-discussed question of aenal escorts for 
Royalties 

** ‘ He evinced a keen desire to get at the bottom of each question, and 
deserved the ovation he received at the finish for havmg faced the music.* ** 

This was the last pubhc meeting I attended as Mimster of 
Munitions, and the last deputation I received m that capaaty 
ought to be recorded if only from the contrast that it provided 
to the stormy meetmg at Woolwich. The announcement of 
Churchill's appomtment as my successor had been made the day 
before, but I was still carrymg on pending his final appomtment — 

** There was an amusing deputation of Peers and Commoners on Thursday 
afternoon, July 19, on the provision of cartridges for sport Balfour of Bur- 
leigh was very restive and angry about it I gave them the actual figures 
for lead and said that, so far as we were concerned, it was a matter of mdifier- 
ence who had the cartridges already made, but that we could not spare a 
single ounce of lead more As a matter of fact, there are 50,000,000 cartridges 
in the country, somewhere, and they must be made to go round This repre- 
sents about half our home annual consumption Finally, it was arranged 
that Harcourt and Tennant should meet some of our officers. War Office 
and Food Controller people the next mommg and try to arrange a settlement, 
which I am glad to say they finally did." 

• ••••» 

Tuesday, July 17, 1917, was a day long foreseen but no less 
unhappy for all that — 

After the War Cabinet in the morning, which I attended, L G took me 
aside with Sonar and said he felt he must make hia Cabmet changes straight* 
away, and that he wanted to put Montagu to India and bring Carson mto the 
War Cabmet, making Geddes First Lord He wanted me to take up Recon- 
struction straightaway. I said that, provided I got the necessary powers. 
I would take the job on. . 

In the afternoon, after a conference with Carson on mines, he asked 
me to stay and we had a talk together. Carson told me that L.G. had 
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T he year 1917 was a penod of unspeakable difficulty m 
the business of government Apart entirely from the 
great mvolvements of the war itself m so many coun- 
tries overseas, some fresh and perplexing problem in 
domestic affairs presented itself every week, sometimes almost daily. 
Food shortage, pnces, shippmg, submanne losses, air-raids, recnut- 
mg, labour troubles and many more forced themselves to the front, 
first m one aspect, then m another , and they called out the very 
best m all concerned from the Cabmet downwards Every Mmister 
that showed competence had task after task piled on to him, and 
espeaally some members of the War Cabmet Whatever might be 
said for the mfrequent Cabmet meetings of old days, the conduct 
of the war and of home government m 1917 could not have been 
earned on without frequent conferences and without considerable 
delegation of responsibihty to mdividual Muusters. Lloyd George’s 
position and authonty as I’nme Minister also were mu<± strength- 
ened during this time. 

This year was characterised by a great stnde forward m the 
extension of the franchise that followed from the Speaker's con- 
ference. It was marked also by another unfortunate failure to 
amve at agreement over Ireland, and by a gradual accentua- 
tion of the differences amongst Liberab that had arisen over the 
resignation of Asquith and the formation of Lloyd George’s Govern- 
ment in December, Z916. 
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In the conduding chapta: of the first volume I gave an account 
of . the circumstances attending the formation of Lloyd George’s 
Government. I was not aware then, and have not learnt smce, 
of any other matenal facts as to what transpired between Lloyd 
George and Asqmth and the other Liberal Members of the admims- 
tration. The degree of bitterness, however, that was displayed 
by many of the followers of Asqmth dunng 1917 can scarcely be 
described. I was assailed myself scores of times by different men, 
but I was never able to get hold of any allegations as to what had 
transpired that were sufficient to account for the intense bitterness 
Dunng the early months of 1917 a great many of us who were 
supportmg Lloyd George’s Government were anxious to do what we 
could to heal the breach, or at all events to prevent its bemg further 
widened, and dunng the time that Neil Pnmrose held the office of 
Chief Whip in the early months of 1917 we deliberately reframed from 
taking steps to promote any form of organisation for that section of 
the Liberals that were supportmg the Government We all heartily 
concurred m the policy of markmg time Pnmrose had only taken 
his appomtment under great pressure, and all the time he kept sa3nng 
that he must get back to the fightmg Ime. Towards the end of 
April he insisted on leavmg us, and, with a spint as fine as that of 
any crusader of old, he was destmed to take a final and glonous 
part m AUenby’s superb campaign m Palestine The sincere 
tnbutes that Lloyd George and Asquith paid to him m the House 
of Commons, on November 19, when we heard of his death, were 
complete and faithful testimomes to the regard m which he was 
hdd by all sections of Liberals. 

His successor, the Right Hon F E Guest, was no less anxious 
than Pnmrose that we should not be committed to any step cal- 
culated to perpetuate Liberal disumon The late Lord Murray, 
Master of Elibank, also, who had been the old Liberal Whip and 
who had been helpmg us m labour questions at the Mmistry of 
Munitions, was very active dunng April and May m tiymg to pro- 
mote some arrangement that would lead to a reumtmg of the 
Liberal Members 

At a lunch he and I had with Lloyd George on May 23, he 
expressed himself as satisfied that thmgs were now clear for getting 
Asqmth back into the admimstration and liealmg the breach 
Nothing came of it, however, and I confess that I was never satis- 
fied that there were sufficient grounds for his confidence. At all 
events, the hostihty of the Whips of Asquith’s Party was no less 
pronounced and the parliamentary mcidcnts connected with the 
formation of the Supreme Alhed Council m November did a good 
deal to consolidate the unfortunate differences. 
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•There was not then, or afterwards, any substantial difference on 
pohcy The whole thing was really personal, and the debate in 
Parhament on November 19 was the only occasion that I know of 
during that year on which Asqmth himself gave any pubhc support 
to what we used to describe as the Anti-Lloyd George movement. 
All through this busmess, although it was evident that he must have 
felt exceedmgly strongly over certam personal mcidents of which I 
have no knowledge, Asquith’s conduct furnished, 1 thmk, a model 
for Bntish pubhc life, and I thought at the time, and do still, that he 
must have been persuaded agamst his better judgment to mtervene 
on what looked like an attack prompted, m some respects, by cer- 
tam aggneved members of the General Staff at home The debate 
related to the establishment of a Supreme Alhed Council, and the 
grounds of the opposition were astomshmgly tnvial The need 
for a workmg and authontative body that should be able to secure 
a much more effective co-ordination of war effort than had been the 
case hitherto was overwhelrmngly clear Lloyd George’s speech 
m Pans a few days previously had been made dehberately m order 
to caU attention to the necessity, and, so far from bemg a spon- 
taneous explosion, the conditions of the proposed Inter-AUied 
co-operation had been typed m London and agreed upon by the 
Cabmet before he left for France It was true that the capture of 
Baghdad and the campaign in Palestine marked the beginnmg of the 
end so far as the Turks were concerned, but the withdrawal of the 
Russians from the war and the disaster on the Itahan Front that 
had only been arrested m the mck of time by the Bntish Divisions, 
were surely evidences enough of the need for unification of the Alhed 
effort It was essential to success Much more so to the avoidance 
of disaster Some assistance to the opposition case must have 
been given by members of the Staff at home But it was a short- 
sighted opposition, and it is difficult to understand how so petty a 
thmg could have received countenance from a man like Asquith. 

This note of November 13 was fairly prophetic of what fol- 
lowed on the 19th — 

*' A great sensation has been caused to-day by L G 's speech in Pans 
on the Inter-AUied Council, especially his references to some of our abortive 
or not suffiaently successful attacks in France There is no doubt that 
the General Staff will be up m arms about it and will use all their influence 
against LG 

" Asquith gave notice of his mtention to put a question to L G to-morrow, 
and generally the feelmg was that a first-class pohtical crisis would anse. 
There can be no case for opposmg the Allied Council. If Asquith decide 
to do this he will make a capital error. L G went out of his way to make 
the speech in order to pull people up and emphasise the necessity for the 
Inter-AUied Council.” 
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No sort of a case against a Supreme War Council was made 
m debate m Parhament on the 19th, and the incident is only referred 
to in this connection because it served to mtensify the division of 
Liberals mto Asquithian and Lloyd George sections, and a rap- 
prochement seemed as feir away at the end of 1917 as it had been 
at the begmmng. 

The differences amongst Liberals denved additional importance 
from the fact that Parhament was prolonging its hfe from year to 
year, and no one had any confidence as to its continuance It was 
natural, therefore, that the question as to what would be the posi- 
tion of Liberals supportmg the Government m the event of a 
dissolution soon began to assert itself, and I find that m notes of 
many pnvate conversations with Lloyd George from March onwards 
there is an mcreasmg emphasis on my part of the necessity of 
creatmg some form of organisation which would represent those 
of us who had adhered to him, and the formulation so far as pos- 
sible of some body of policy 

Durmg the month of April it appeared for a short time as if 
the Insh Members might declme to allow the Bill prolonging the life 
of Parhament to be renewed, and unless we were to be exposed 
to the unedif)ang spectacle of a scramble between Asquithian 
Liberal and Conservative candidates, with the Liberal supporters 
of the Government left m the air, some machmery, local and cen- 
tral, to represent them, needed to be created The position is suffi- 
ciently indicated m the concludmg note of a conversation between 
Lloyd George and myself on Easter Monday — 

Aprtl 12 

" Of course, as I pointed out, the country will be against an 
election unless there is a good case shown The position vts-d-vts the Tones 
essentially depends upon our being able to place a good number of candidates 
m the field, and this cannot be done without a machme m working order 
L G asked me to take charge of a Committee to consider the matter, with 
lllmgworth and two or three others upon it " 

Shortly before this, m order to keep m touch with his own 
supporters, Lloyd George had estabhshed a system of conferences 
with his Liberal and Labour colleagues both m semor and junior 
offices, and this system afterwards became regulknsed imder Guest’s 
Chief Whipship. For a long time we used to meet on appomted 
Wednesdays for breakfast at his house. Afterwards these very 
delightful gatherings were held m the Whip’s Offices at No 11 
Dowmng Street. In a similar manner, on the imtiative of Derby, 
correspondmg meetmgs of the Pnme Minister with Conservative 
Mimsters were held. How long the meetings with our Con- 
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servtitive colleagues contmued I do not know, as I was not in touch 
with them, but a note of one of them that was held in October at 
which I myself was a guest, showed that it helped to tide us 
over some Party difficulties that were threatening the Franchise 
BiU. 

It was the custom at the Liberal breakfasts for Lloyd George 
to make a statement on the war position and on anythmg urgent 
that had ansen, and for this to be followed by a frank discussion 
of current events and problems. These talks were exceedmgly 
helpful m keepmg Lloyd George m touch with the feelmgs of his 
Liberal supporters, and Guest was m his element as a master 
of the ceremonies Every man present was encouraged to say 
frankly what he thought about thmgs, and they did so Food 
pnces, distnbution and food queues, franchise, parhamentary and 
pohtical questions of all kinds, as they cropped up, were dis- 
cussed with a greater frankness and more usefully than they often 
were m the Cabmet, and helped to keep us acquamted at first-hand 
with one another’s problems By these means, also, Lloyd George, 
who became more and more involved m war issues per se, must have 
been kept better mformed than he otherwise coiild have been of 
the real nature of many a troublesome domestic difficulty For 
my part, after the transfer to the Mmistry of Reconstruction, as 
I began to have more and more to do with the formulation of 
future pohcy, these gathenngs were immensely useful It was 
perhaps mevitable durmg 1918, with its succession of war cnses 
from the sprmg onwards and with so much work at home and 
abroad bemg put mto the consideration of issues that must anse at 
a Peace Conference, that Lloyd George should be unable to meet his 
colleagues as frequently as before. It certainly deprived him of 
an opportunity of heanng the details of future pohcy fully thrashed 
out, and I always attributed the failure to obtam a clear imder- 
standmg of future issues that he displayed m the latter part of 1918 
to the fallmg-oi! m the number of these most valuable conferences. 
The story of his failure to make himself fully mformed of what was 
mvolved m home policy will appear, to some extent, m the latest 
stages of this narrative, but the results of it have been very far- 
reachmg, and they have been as unfortunate for Lloyd George 
himself as they have been for some others, myself mcluded. 

Returmng, however, to the events of 1917. At the end 
of April I was appomted to the chairmanship of a small com- 
mittee to deal with Party organisation and the formulation of 
future pohcy. At the begmnmg of May, Guest was appointed Chief 
Whip, and ihe first of his delightful breakfasts was on May 23. It 
was on that occasion that Lloyd George suggested to Bevonport 
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the desirability of linuting the price of the loaf at the expense of 
the State. It seemed mevitable to most of us at the time, but 
Devonport was unwiUmg to acqmesce m the proposal, for the reasons 
already stated ^ 

Guest’s position as Chief Whip was extraordinarily difficult, 
and he was undeservedly blamed afterwards for what happened 
at the election m December, 1918. At that time, however, 
and durmg the whole course of 1917, he reframed from taking 
any effective step>s for the promotion of Liberal candidatures 
because he was resolved to interpose nothmg in the way of a Liberal 
reunion. I myself was not altogether of so peacemakmg a frame 
of mmd, although as late as 1918 I was an active partiapant m 
a renewed effort to promote reunion The fact was that as the 
year went on and as the mam essentials of an immediate post-war 
programme began to emerge — provided victory could be obtamed 
— it became certam that upon the most of them there would be such 
a measure of common agreement that for reconstruction purposes 
the post-war period might present a golden opportumty if it were 
wisely used In the absence, therefore, of knowmg what the 
future might have m store, I was contmually urgmg the necessity 
for the establishment of our own campaignmg machmery, but 
the process of markmg time was pursued. 

So far as policy was concerned, the position at the dose of the 
year (1917) is sufficiently mdicated m the notes of two meetmgs 
with Lloyd George and Milner — 

October 12. 

'* Dinner party L G , Milner, Philip Carr and C A Painl6ve came 
over from France at the begmning of last week and was in a very depressed 
condition We have a few mtrigues and schenungs over here, but we are 
better off than they are m France in that respect . On the whole, they 
are very downhearted 

" I have been urgmg vehemently for some time that we should get to- 
gether a record of the Government’s achievements with a view of ffghting 
the pettifoggmg mtngues that are contmually gomg on. The development 
of our home resources, the use of shippmg and many others are good topics. 
It was arranged that Phihp Carr and Adams should come round the next 
day and get a statement prepared m consultation with myself We then 
discussed the post-war reconstruction programme, and it was evident that, 
except on the tariff issue, there would be no difficulty m arriving at an agree- 
ment I was instructed to get a preliminary draft mto shape, and there 
was a general consensus of opuuon as to the Ime to be taken over the acqm- 
sition of land, soldier settlement, housmg, etc.” 

Friday, December 21. 

” Dinner at Waldorf Astor’s, with L G , Milner, Astor and one or two 
others. After dinner we had a long and earnest talk around the fire upon 


^Chap. V, page 59 
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the eteps which ought to be taken m connection, first, with the formulation 
of pohcy, and, second, m connection with pohtical organisation, how, when, 
etc, aims after peace, espeaally the possibility of a general preUminary 
understanding with America . . Reading is going out to America as 
Envoy Extraordmary, or with some such magnificent title, to be the supreme 
head of our representation m the Umted States He is the man for the 
job . We discussed the future programme, which is my special job, in 
general terms, and 1 think there should be no difficulty m gettmg a good 
comprehensive programme that would carry a large mass of the Tory Party, 
as well as Liberals and Labour The question has got to be discussed in view 
of the possibihty of an election dunng the war With Parliament carrying 
on from year to year as it is, this issue has to be faced The dominant 
question of any such election, of course, would be the contmuation of the 
war and the record of the Government in charge of it In the other case — 
that is to say, in the event of a post-war election — I urged successfully that 
it would be impossible to meet that condition without a programme suffi- 
ciently defimte I have repeatedly pointed out to Lloyd George that it 
is impossible to rally Liberals or others unless they are presented with suffi- 
aently defimte proposals You cannot make it a personal question L G 's 
chief weakness still is that he has no organisation This, again, is due to the 
fact that you cannot get men, and rightly, to pledge their support, or can- 
didates either, unless they know suffiaently well what it is they are called 
upon to support Until this prelimmary step is taken and the ground is 
clear, no man can say where candidates are wanted or where they are not, 
nor whether a sufficiently defimte arrangement can be made with different 
parties to support a reconstruction programme If the thing were properly 
handled, we ought to be able to get a reconstruction programme which the 
bulk of the Umomsts and the bulk of Labour as well as Liberals would support. 

** So far as Milner and I were concerned, there was no substantial diver- 
gence of view as to what might be attamable The question still is, as it has 
been for some time, What is gomg to be done about it ? *' 

To sum up, therefore, this section of the story to the end of 
1917, it may be said that both in regard to the divisions amongst 
Liberals and the determination of action in the constituencies, 
m the event of the life of Parliament not bemg renewed and a 
general election ensumg, the position was one of dnft On policy 
It was less unsatisfactory because a considerable common measure 
of agreement was emergmg as to the necessity of dealing on 
comprehensive Imes with education, land settlement, housing, 
afforestation and other important questions of domestic pohcy 

A survey of the pohtical mcidents of this penod should mclude 
reference to some of the more important changes m Government 
offices not already referred to The reintroduction of Churchill 
mto Government was, I think, made possible by the report of the 
Dardanelles Commission and by the discussion of the subject in 
the House of Commons dunng March There is no doubt that 
Churchill has been unjustly treated both at that time and smce 
in this respect. 



POLITICS IN 1917. LIBERALS AND THE CABINET 167 

No one reading the report of the Commission or the debate m 
Parhament can fail to reahse that the strategical conception was 
sound and that forcmg the Dardanelles was a practical operation 
It was spoilt by mdeasion and by senous mismanagement, for neither 
of which had Churchill any measure of responsibihty If it had 
been successful it would have transformed the whole character and 
course of the war m our favour As it was unsuccessful, the common 
and dangerous appetite for findmg a scapegoat was gratified by 
fastenmg the whole responsibihty of the affair, both whilst he was 
m office and long after he left it, upon Churchill himself I think 
that the man who came worst out of the discussion m the House 
of Commons was Asquith himself, for there was no defence for the 
infrequency of Cabmet meetings to consider carefully and m 
detail this and other important war developments However 
that may be, a few days after the debate, namely, on March 23, 
Lloyd George expressed his desire to me to brmg Wmston back 
agam in some capacity, and the suggestion he made was that he 
should be put in charge of Mechamcal Warfare, especially tank 
provision I said at once that I did not see how he could have any- 
thing to do with a section only of supply without makmg hopeless 
overlappmg and many difficulties, for it was obvious that his exuber- 
ance and keenness would immediately mtensify f notion with groups 
of other important supply services, such as merchant shipbuild- 
ing, guns for merchant ships, aeroplanes and others, but I promised 
to explore other expedients for todmg an opemng m connection 
with mechanical warfare 

After Guest’s appomtment as Chief Whip, the pro-ChurchiU 
campaign became intensified It may be said of Guest that if 
there was one loyalty which exceeded any other m his pohtical 
efforts, it was loydty and enthusiasm for Churchill Some quarters 
were disposed to blame him for pressing it too hard, and even some 
of my colleagues suggested that he had had a share of responsibihty 
for the campaign agamst myself, but I am qmte sure that it was 
not so At all events, durmg June, more than one of my Conser- 
vative Cabmet colleagues protested to me agamst the pro-Churchill 
campaign which they attnbuted to Guest, and there is no doubt 
that Lloyd George had a good deal of difficulty m bnngmg him back 

The next proposal towards the end of June was that Churchill 
should be appointed to the Air Board in succession to Cowdray, but 
this, hke the former project, met with opposition from the same quar- 
ters as before accordmg to Lloyd George’s account to myself There 
was no doubt a very strong body of opposition to Churchill coimng 
back again, but Lloyd George was anxious and determmed that 
we should again have the benefit of Churchill’s irresistible enthu- 
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aasftt, and, on the whole, I think that his suddenly appointing 
him to Mumtions m succession to myself, as already related, was 
the only way of getting over the difhculty. It is much harder to 
kick agamst an accomph^ed fact than to prevent an undertaking 
bemg entered mto 

I never qmte knew how or why Cowdray left the Air Board. 
I imderstood at the beginnmg of June from Lloyd George that 
Cowdray felt himself somewhat embarrassed because of the nego- 
tiations that were gomg on with regard to Mexican oil mterests, 
but this did not seem to furmsh a suffiaent explanation The 
only men who can do that are Cowdray himself or Lloyd George, 
and I do not propose to explore the matter further Cowdray was 
a real success as President of the Air Board, which he had developed 
so that it had become the rallymg-pomt and directmg centre of 
the Air Service 

If Mr Pemberton Bilhng, who came mto Parhament as Member 
for Hertford as the protagonist of the special development of the 
Air Service, had confined himself with moderation and persistence 
to that issue, he might, I thmk, have achieved a conspicuous 
success in Parhament, for the dissatisfactions which he gave voice 
to, in too boisterous and irregular a fashion, were the expression of 
real and senous defects The Air Services at that tune were 
nothmg more than small sections of the Naval and Military 
Services, and were devoid of that single-mmdedness of direc- 
tion so essential to the development of any great enterpnse. 
Lord Curzon, as President of the earher Air Board, had struggled 
agamst the opposmg forces of departmental influences and mterests 
with a substantial measure of success, but the dnvmg force behind 
the special development of the Air Services was pubhc opmion 
based upon a clear recognition of existing defects and of the neces- 
sities of the case In the long run, perhaps, the German air-raiders 
did more to force forward the development of the air service than 
anythmg else 

The appomtment of Cowdray, m December, 1916, and the con- 
centration of Aircraft Production m the Ministry of Mumtions, 
were the first overt signs of the emergence of this branch of the 
service from that of scattered pieces mto that of an assembled 
machme. Reference has been made m earher parts of this nar- 
rative to the developments of aurcraft Production, but Cowdray 
supphed m a smgularly successful way what was needed most 
as the President of a separate Air Board He was entirely free 
from and uniu'ejudiced by all the previous rivalnes and disputes ; 
his business was to get the men working together on all branches 
of the service — designers, saentists and directors of the personnel — 
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and to weld them, or rather let them weld themselves by the process 
of working together, mto one effective agency. His qmet tenacity 
of purpose and his dear recogmtion of essentials and his wise aloof- 
ness from disputes supphed what was pre-emmently necessary at 
that time. He had a good eye, too, for men, and m that extra- 
ordmanly tactful and capable avil servant. Sir Arthur Robmson, 
now First Secretary to the Mimstry of Health, he had a heutenant 
who supphed with a smgular aptness what was most wanted. 
Cowdray’s tenure of office was marked more than an3rthmg else 
by the emergence of the service from its early embarrassments 
and by the collection of a body of able men, both on the service 
and the civil sides, which provided the real surety for future develop- 
ment In the general affairs of government, Cowdray took no 
particular share, but m the Air Department he made a note- 
worthy contribution to the development of war services. 

Lord Rothermere became President of the Air Board after 
Cowdray, and was appomted m November, 1917 Subsequently 
he was the first Secretary of State to the Royal Air Force His 
appomtment was a surprise to a good many of us. Rothermere must 
be an able financial director of newspaper concerns, but there 
can be no denymg that he was a conspicuous failure as a Munster 
of State Of all the big men of busmess who came mto high office 
durmg the war. Lord Devonport and Lord Rothermere seem to 
have made the least impression In his previous work m connec- 
tion with some sections of Army Contracts, Rothermere may have 
found a smtable opening for his busmess talents, but m the sphere 
of national policy, so far as any of my records go, he was completely 
useless. There was before us one long succession of terrible and puzz- 
Img questions the war itself, food scarcity, queues, pnces, strikes, 
man-power, shipping and a hundred more, and I cannot remember, 
nor can I find any record of his ever havmg made a smgle useful 
suggestion for dealmg with our ever-present and perplexmg national 
problems His mmd seemed to be a blank Even m these later 
days, as a Member of the Upper Chamber, he appears to have 
presented a similar vacmty m regard to the solution of the problems 
of government It is a strange fact — and it arouses uncomfortable 
feelmgs — that we find him m these days, thrpugh a powerful and 
widely read Press, proclaiming directions to those who have to handle 
affairs of State as to the pohcy that should be pursued in intricate 
and baffimg international issues It would be possible to feel 
more patience with these daily directions to statesmen if he himself, 
either m the Cabmet or m the House of Lords, had been conspicuous 
for submitting constructive suggestions under conditions where 
they would have been exposed to free and critical exammation. 
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Neville Chamberlain retired from the directorship of the Depart- 
ment of National Service and was succeeded by Auckland Geddes, 
who brought with him from the Recrmtmg Department of the 
War Office a body of workmg and expenenced agents. In this 
way he supphed what the department had hitherto lacked and the 
absence of which went far to account for its previous impotence. 
Neville Chamberlam ought not to be blamed too much He never 
had a fair chance. Severe as my stnctures have been of the 
proposals of his department, he cannot, I thmk, be held respon- 
sible for havmg done more than havmg allowed himself to be 
made responsible for supporting over-ambitious projects inhented 
from his predecessors on the Man-Power Board He had not had 
the advantage of many of us m leammg, through trouble and 
bitter experience, the limits of useful and practical admmistrative 
achievement in war-time 

In the midsummer, Rhondda was succeeded by the late Mr. 
Hayes Fisher at the Local Government Board, and, somewhat 
earlier, Mr. J A Barnes came mto the War Cabmet from the Minis- 
try of Pensions. 

Austen Chamberlam resigned the India Office m July, mainly 
in consequence of the report of the Comimssion on Mesopotamia 
He could, mdeed, do no other. It had been pretty openly admitted 
for sometime that he was not a source of strength to the Government 
What may have been his share of responsibihty for the hopeless 
muddles of the Indian Government m the Mesopotamian Expedi- 
tion I do not know, but if he had brought to bear upon them no 
more than the same class of judgment that he had displayed on 
the Man- Power Board, he could not have contnbuted much to the 
avoidance of mismanagement Administrative grasp and sym- 
pathetic outlook on the affairs of common people have never cha- 
racterised Chamberlam’s share m government He does bring to 
public hfe other valuable quahties of judgment as well as worthy 
standards of conduct, but his failure to retam the full allegiance 
of the Conservative Party in these later days is explamed by the 
lack of that S3mttpathetic reahsation of the point of view of others 
which really lay behind the impracticahties that emanated from 
the Man-Power Board. 

When Montagu succeeded him m July at the India Office, it 
was understood that he would set his mmd to the consideration of 
the reforms m Indian Government, and his subsequent work m 
that department must mark an epoch in the development of British 
India, dthough history has still to tell us what its results will be. 

An outstandmg feature of lioyd George’s first Government in 
December, 19x6, was the appointment to high office, both then and 
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subsequently, of a number of men who had had no previous expe- 
nence of parliamentary or pohtical hfe With the exception of 
Fisher, it was the first experiment m the appomtment to office 
of men who had won high places m the busmess or commercial 
world. Rhondda, at the Local Government Board, and Devon- 
port, at the Ministry of Food, although great men of busmess, had 
both had previous parhamentary experience, and one of them, 
Devonport, had been an Under-Secretary. With these exceptions, 
none of the men to be mentioned had even been Members of Par- 
hament Fisher, as Mmister of Education, was the only man 
amongst the new-comers who could not be descnbed as a busmess 
man, and it so happened that he was the only one of the group who 
continued for some years to take an active shcire m the work of 
government 

Maclay, at the Mmistry of Shippmg, was appointed as an 
expert, and, as already recorded, he provided the most signal 
mstance of the success of this type of appomtment , but he confined 
himself almost exclusively to his special executive work and refrained 
from takmg anythmg but a very modest share m the direction 
of national pohcy 

Apart from these, Stanley (Lord Ashfield), at the Board of 
Trade, was the only busmess man who was appomted at the begm- 
ning to an office with Cabmet rank, but Enc Geddes jomed us m 
July as First Lord of the Admiralty and contmued m office after- 
wards as Mimster of Transport longer than the others. 

Cowdray and Rothermere, at the Air Mmistry, have already 
been referred to Rothermere was succeeded, m April, 1918, by 
Lord Weir of Eastwood, of whom we have often made mention 
m these pages m connection with his work for Mimitions, first as 
Director of Mumtions Supply in Scotland, and then as head of Air- 
craft Construction, to which he was appomted by myself. 

I thmk It would be true to say that <ill these great busmess men, 
with the exception of Rhondda, showed a dismclmation to be drawn 
into the discussion and formulation of pubhc pohcy, except so far 
as their own executive responsibihties were concerned To some 
extent Geddes came to take a more active part m such thmgs 
than the others, but his share m the orgamsqtion of the transport 
services at the time of the railway strikes was much more m 
the nature of executive direction than of anythmg else. In his 
battles, however, as Mmister of Transport, m Committee rooms and 
on the floor of the House of Commons, he developed a parhamentary 
sense and capaaty of a conspicuous kmd Apart from this, I 
do not thmk that any of those mentioned ever showed any par- 
ticular hkmg for parhamentary work When matters of pohcy 
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that affected the lives and homes of the people w^e under discus- 
sion, most of these gentlemen seemed to feel themselves to be a httle 
out of their depth and vrere averse to committmg themselves. 
Rhondda, Maclay, Geddes, Cowdray and Weir stand out as select 
and able men m the world of busmess, and I should think that 
any one of them would say that their experience revealed the extra- 
ordinary shallowness of what used to be the popular cry for a busi- 
ness government. The conduct of national affairs and the devismg 
of expedients and pohcies called for by the ever-recumng and ever- 
changmg problems that present themselves to any body of men 
responsible for the conduct of the British Government, with all 
Its domestic and world-wide mvolvements, does require a type of 
mmd, of knowledge, of expenence and judgment for which the 
conduct of even the most successful busmess enterprise does not, 
necessarily, provide any trammg ground, and many a time one 
or other of these men spoke very freely to me m this strain 

The appomtment of Ashheld to the Board of Trade was my own 
suggestion ongmally, and I thmk that it was admitted aU round that 
he made an excellent President. He handled our side of the case 
m the Imperial Conference wjth conspicuous abihty and he mtro- 
duced a clearness and precision mto the busmess dealmgs of the 
Board of Trade that was singularly lackmg m the sloppy methods 
adopted by Runciman, of which the famous agreement with the 
railway companies is perhaps the most costly and notorious example. 
Ashfield never made any secret of his mtention, as soon as he had 
served the war purpose that he had been called upon to undertake, 
to go back from parhamentaiy hfe to the direction of the great 
system of transport services for which he is so deservedly famous 
Nobody handled the energetic and jumpy Mr Hughes, the Aus- 
trahan Premier, more tactfully and successfully than Ashfield 
Hughes’ idea of Imperial Preference seemed to be that we 
should find the whole of the capital necessary for developing the 
enterprises he recommended , that we should take the products 
at an extraordmanly favourable price, whether there was a surplus 
of them or not, and generally take all the nsk Nobody was more 
skilful and expert than Ashfield m reducmg Hughes’ proposals 
to manageable dimensions, and no one was freer also than Ashfield 
from any desire to promote separatism m departmental work. I 
do not thin k that it can be said he ever felt much at home m the 
House of Commons ; but he represented the Board of Trade effi- 
aently and fairly ; he was dismterested and was hked by all of us. 

As the head of an executive department with a big job of work 
to do and with full powers both to spend money and to employ 
men, Geddes was a very great success. His services m developing 
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the F illing organisation of the Ministry of Munitions and of the 
Transport services in France were outstanding achievements 
One of his tasks at the Admiralty appears to have been to make 
drastic changes m some of the higher personnel, and, if report is 
to be beheved, I do not thmk that it can be claimed that he did 
It with an excess of tact, but he put a magnificent vim and clear- 
sightedness into the development of naval enterprises. There 
was a candour about Geddes which endeared him to all of us, and 
as a collector of decorations he was, I thmk, pre-emment, but the 
delightful thing about him was that he made no bones about it , 
he frankly said that he hked them, and I am sure that he wore 
them with dignity and distinction The House of Commons, too, 
hke his colleagues, came to have a real affection for Geddes He 
knew his job, and, given powers enough, he would get it done 
No man was more successful than he was m collectmg round him 
a body of ef&cient helpers, and his loyalty to them was unbounded 
The appointment of Geddes as Chairman of the Economy Com- 
mittee, for those of us who knew him, was a Gilbertian performance 
It was, perhaps, justified, both because of his thoroughly mented 
reputation for determined hard work and for his capacity to do a 
thing efficiently, as well as on the ground that a man who, himself, 
when he had the chance, was, perhaps, as vigorous a spender as 
anybody was the best man to detect and check similar prochvities 
in somebody else He certainly knew where to lay his finger on 
the extravagances of the Admiralty. His report is perhaps a 
classic as an example of the ments and of the defects of the busmess 
man m government As a busmesslike exanunation of expendi- 
ture it has, perhaps, not been equeiUed, but as an expression of 
sound pohcy, it displayed a lamentable failure to recogmse the 
real needs of the people, m education, m social and mdustnal oppor- 
tunity and in their home life It provides, perhaps, as fine a text 
as any that has ever been forthcommg for those who seek to dis- 
cover the causes of the growth of the Labour Party durmg recent 
years. The spint and aspirations of common people have no 
recogmtionm this document, but it was, nevertheless, a great and 
valuable piece of work as a capable, if cold-blooded, exanunation 
of national expenditure. It has the influence of another great 
and capable busmess man. Lord Inchcape, written all over it, but 
Geddes was the dnvmg force that earned through a prodigious 
piece of work quickly and completely. It certainly put to 
shame the fiddhng proceedmgs of the Pubhc Accounts Com- 
mittee. 

Although this chapter is concerned with the year 1917, these 
references to business men in government should mclude mention 
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of that charming and efficient, if someivhat volcanic, Secretary 
of State for Air — Lord Weir — who succeeded Rothermere 

There were few men that I know of who developed a public 
sense durmg the war more than Wen: did. In executive work, 
both m Scotland and as Dnector of Aircraft Production, he was 
superb, but m the early days of the war Weir seemed to be somewhat 
out of touch with the realities that underlay mdustnal unrest , 
he had, however, a remarkable faculty for discovering and gnppmg 
essential causes and his advice as Minister contmually revealed his 
ready apprehension. He was as convmced, as any man that we 
had amongst us, of the immense opportumty for development 
that lay before Bntish mdustry m the apphcation of science and 
of efficiency methods for secunng big-scale production He recog- 
msed the value that underlay some of the able reports that were 
afterwards made by the best men m science and industry to me 
as Mini ster of Reconstruction For the most part these are still 
buned amid a mass of misrepresentation by people who have never 
read them I remember that he told me one day that he was 
convmced that the time would come when they would be brought 
to light and use, and the shallowness of the fairy-tales of their 
sociahstic and impractical character be revealed, for he was as 
convmced as I am that if we are to secure a full development of 
the mmeral and mdustnal resources of the Bntish Empire recog- 
mtion will have to be made of the recommendations of the many 
able men who laboured on these subjects dunng the war and whose 
work has hitherto for the most part been unrecognised Most of us 
who knew him, loved Weir Alert, nimble, fnendly, capable, I 
never thmk of him except as " Willy Weir ” He was one of the 
real successes of the war amongst business men m government 
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T he outstanding parhamentary achievement of the 
year 1917 was the passage mto law of the great exten- 
sion of franchise founded upon the report of the con- 
ference presided over by Mr Speaker Lowther (Lord 
Ullswater) It will, I think, stand for all time as the conspicuous 
accomplishment of Lowther’s career There was, it is true, m those 
days a volume of goodwill never formerly obtainable, and m this, 
as in so many other directions, the realisation, durmg the war, 
of the profound reality of the truth that as a commumty, we are 
members one of another, found an opportunity for its practical 
expression But when allowance has been made for all this, if 
we recall the bitter and acnmonious conflicts that had prevailed 
over plured votmg, the extension of the franchise to women and 
other features of the franchise question, it was a wonderful 
achievement to have obtamed from a conference of all pohtical 
parties a senes of agreed recommendations that mvolved exten- 
sions of franchise and simplifications of the law, hitherto looked 
upon as only obtamable after prolonged agitation and after the 
usual succession of piecemeal legislation. Lowther’s clear vision 
of essentials, patience and practical shrewdness never bail a severer 
test or a more tnumphant vmdication. 

Amongst the pohticians of the time (although Cave handled 
the Bill m the House with great sympathy and skill) the chief 
CTedit belongs, I thmk, to Lloyd George. If he had displayed 
in Ireland the same adroitness and firmness of purpose as he dis* 
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played m this, I think the year 1917 might have marked the high- 
water mark of his career There was not much doubt as to how 
the House would treat the unanimous recommendations of the 
Government if they took the form of supporting the Speaker’s 
Conference, and the fate of the measure pnmanly depended upon 
the character and unanimity of that Government support. There 
was an active movement agamst acceptance of some of the recom- 
mendations of the Speaker's Conference amongst certain of the 
younger Tones dunng the month of March, and Lloyd George 
nghtly brought the matter to a head m a full meetmg of Ministers 
on the 26th. There had been an extensively signed memorandum 
of opposition on the part of some of these members of the Con- 
servative Party, and, lookmg at the names of the signatones it 
IS remarkable how conspicuously the same men have been asso- 
ciated dunng late years with blmd and reactionary movements 
The obstructionists have not, for the most part, been the older 
members of the Tory Party, nurtured m its traditions, but younger 
men whom one would have thought would have been more m 
touch with the spint of the time I shall not advertise them by 
mentionmg them by name As this is wntten m the month of 
December, 1923, one finds that some of the pronunent signatones 
of that memonal of March, 1917, in opposition to the acceptance 
of the recommendations of the Speaker’s Conference, are amongst 
those who are reported to have been active in urging Mr Baldwm 
to make his recent and imcalled-for appeal to the country with 
its disastrous results on the position of the Conservative Party. 
We had the advantage of Tdbot and Younger in assessing the 
weight to be attached to these protests It was, nevertheless, 
a surpnse to me to find, in pnvate conversation and otherwise, 
that Long and Robert Ceal vigorously supported the suggestion 
that we should accept the recommendations of the Speaker’s Con- 
ference, substantially as they were, and present a Bill embody- 
ing them as a Government measure to the House of Commons. 
Old campaigner as Long was, there was no one more caustic and 
witty m his contempt of the propheaes of the, so-called, election 
eermg experts as to the effect of the acceptance of this or that pro- 
vision upon Party prospects. There are a certam number of mei 
m every Party who find a contmual joy m the assessment of th( 
influence of this or that upon the re^ts of elections. I hav* 
never known them to be anythmg like right, save, perhaps, u 
the second election of the year 19x0. The one thmg they genei 
aUy lose sight of is that the bulk of the electcxrs who decide th 
issue of Sections are human bemgs, with vohtions of their owi 
and who have neither knowledge of nor regard for the wishes of th 



POLITICS IN 1917. FRANCHISE AND IRELAND 177 

Party machine However, on March 26, it was decided to take 
the Speaker’s Report and recommend it, as such, to the House, 
with the provision that, as there was not unammity on the ques- 
tion of women’s suffrage, it should be mcorporated m the Bill, 
but that the decision on it should be left open to the House with- 
out the mfluence of Government Whips The credit for the deci- 
sion to take this clear and definite Ime belongs particularly to 
Lloyd George, and it is nght that it should be so recorded 

The proceedmgs on the Franchise Bill went smoothly until 
the month of October, when there got mtroduced into it an ele- 
ment, which, in the end, nearly wrecked it It may have been 
the mvolvement of much other business, but although I was a 
member of the Cabmet Committee that dealt with Insh Redistn- 
bution, I never had a clear imderstandmg as to how, or when, or 
on whose authority the proposal as to Irish Redistribution got 
mto the Bill It is true that to give this wide extension of 
franchise to Ireland without any scheme of redistribution raised 
a host of mequalities that m themselves were utterly mdefensible 
But, knowing well enough that redistribution proposals would 
cut across the provisions of the Home Rule Act — under what- 
ever form they came ultimately to be operated — Lowther’s Con- 
ference had dehberately excluded redistribution from the Insh 
part of the proposals, whilst extendmg the franchise there as else- 
where On its ments there was no case agamst Insh Redistnbu- 
tion, but there were two factors, based on expediency, which ruled 
It out They were, first, that it had been excluded from 
the recommendations of Lowther’s Conference and had, there- 
fore, been excluded from the Government Bill, and the agreement 
of the Nationalist Members had been obtamed on that basis , 
and, second, that by the month of October there had come mto 
bemg the Insh Convention which, if it dealt with anythmg at all, 
must certainly deal with redistnbution , therefore to msert it at 
this late stage m the Franchise Bill was to court trouble in the 
House of Commons as well as m the Convention, apart from pre- 
judicing the recommendations of the Convention itself. 

The first suggestion that I have on record that this proposal 
should be put mto the Government Franchise ^ill is on September 
19, when it appeared that considerable pressure was bemg exer- 
cised by prominent Insh Umonists to get Insh Redistnbution 
m a special clause added to the Bill. In this as m other matters. 
Sir Henry Duke (Chief Secretary) was a thoroughly fnendly and 
wise counsellor, and, towards the end of the month, he was driven 
to consider the possibility of omitting redistnbution and dropping 
out of the Bill the other proposals for extending the franchise 
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to Ireland, except for the enfranchisement of service men. He 
frankly regarded this as an evil and last expedient, and happily 
it was not called for By October 16, the difGiculties — which 
never seemed to me to have been more than the usual abortive 
threats — were judged to have become so considerable that there 
was a disposition to acqmesce m bnngmg Irish Redistnbution 
mto the Bill as it was, if it were not possible to defer the apphca- 
tions of the proposals generally to Ireland Subsequently, there- 
fore, a new clause was mtroduced providmg for Irish Redistnbu- 
tion The immediate consequence was a storm 

In the meantime there was, m November, a very contemptible 
effort on the part of Herbert Samuel and Asqmth's Whips to go 
behmd the compromise recommendation of the Speaker’s Con- 
ference on plural votmg m boroughs. It was a very cheap and 
unworthy piece of old-time Party pohtics and the House treated 
it accordmgly The records of Parliament from the 4th to the 
7th of December show what happened as the result of the forced 
mtroduction of the Insh Redistnbution proposals when the agreed 
Bill was half-way through. We had three nights of old-fashioned 
Insh obstruction with no progress at all. There was, m fact, no 
reply whatever to the case which Redmond presented as to the 
basis upon which agreement had been obtamed Several of us 
were employed on the night of December 7 in trymg to bnng 
about a compromise, and the credit for what was obtamed belongs 
mostly to Redmond and Devhn, on the one side, and to Long and 
Bonar Law, with Cave and Duke, on the other, although some 
others of us played a part as go-betweens The result was that 
the Insh Re^tnbution clause was withdraum, a separate con- 
ference was arranged for over which Lowther agreed to preside, 
and the Franchise Bill was read a third time and sent to the House 
of Lords It only remains to be added that Lowther’s Conference 
on Insh Redistnbution resulted in agreement, and a Bill embody- 
mg the agreed proposals was passed mto law, before the end of 
the same Session, m January, 1918 

The attempt of 19x7 to obtam a settlement m Ireland really 
dates from a discussion that took place m the House of Commons 
on March 7, on Mr. T P. O’Coimor’s motion — 

" That, with a view to strengthening the hands of the Allies in achieving 
the recognition of the equal rights of small nations and the principle of nation- 
ahty against the opp<^te German principle of mihtary domination and 
government without ffie consent of the governed, it is essential without 
further dday to confer upon Irdand the free institutions long promised to 
her." 
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O’Coimor’s recital of events m Irdand from the opening of 
the war down to March, 1917, is the fairest and the clearest that 
I know of ^ He practically mvited Parliament to try agam, and 
he traced the course and mfluence of the blunders, almost crimes, 
of procedure in Ireland that had followed upon one another’s foot- 
steps from the beginnmg of the war. The whole-hearted support 
of the Bntish and Alhed cause which Redmond's lead had secured 
m Z914, when Insh volimteers flocked in multitudes to the 
standard, had been frittered away by a succession of clumsy pro- 
vocations culmmatmg m the breach of contract that the Asquith 
Government was responsible for in 1916 and had been transformed 
mto bitterness, with a contmual supply of welcome campaign- 
mg matenal to the unconstitutiond forces Redmond’s loyal 
influence had been supplanted by the forces of rebelhon They 
wanted no better text than the senes of events from what (to use 
Lloyd George’s phrase) were the "meptitudes and mahgnities 
of the War Office ” m the early days of the war, down to the time 
when Redmond had gone to Ireland with “ a document that was 
as much a contract as any lease that was ever signed,” and on 
which he obtamed, at great nsk, the consent of his followers to 
the exclusion of the Ulster Coimties, to be followed on his return 
to England by the discovery that this sacrifice of himself and his 
Party had been m vam. 

In his reply to T. P O’Coimor, J^loyd George necessarily empha- 
sised the importance of acceptance of the pnnciple that there 
should be no coercion of Ulster and tentatively suggested that 
there might be a conference amongst Irishmen, or, possibly, a 
Commission In his reply, Redmond said ” I take leave to tell 
him that, after my experience of the last negotiations, I will enter 
into no more negotiations,” and he followed it with a correct 
account of the atrocious happenmgs of 1916 • One sentence from 
his speech should be quoted as puttmg mto a nutshell what I and 
some others subsequently contended all through was the right 
course for the Government to take. It was this — 

' Put the Home Rule Act into operation with such additions, amend- 
ments and changes as the passage of time and the altered circumstances 
render necessary Do that on your own rssponsibxhty ^ Come forward on 
your own responsibihty and do not ask os into your back parlours for any 
more negotiations." 

The experience of the wrecked agreement of 1916, whilst clearly 
indicatmg that an essential feature of any amendmg Bill must 


^ Parhanuntary Debates, Vol XCI, 1917, ools. 423 to 443. 
•Sm Vol. I, Chap. XVII. »My italics. 
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be provisions safeguarding the position of the Ukter Counties, 
had made it impossible for the Nationahst Members to make or 
to accept m advance any suggested modifications. They had 
rumed themselves, and immensely strengthened the party of 
rebelhon by domg so before. In the course of his speech, Red- 
mond said a thmg which, m view of after history, was as true and 
as prophetic as an3rthmg ever uttered m this connection. It was 
to the effect that if no settlement was forthcoming and the con- 
stitutional movement were destroyed, there would be no alter- 
native but to govern Ireland by the naked sword." ^ 

An impression of the day’s debate and of other happenmgs is 
summansed m the followmg extract from that day’s diary — 

•• They " (the Nationahsts) ** could not be seen acquiescing in a scheme 
of Home Rule which would not take m Ulster In my own view — and it is 
emphatic — if we were to introduce a Bill giving effective self-government 
to Home Rule Ireland, whilst allowing counties to vote themselves out or 
otherwise safeguard Ulster rights, the Irishmen would take it, or at all events 
work it I strongly urged that we should do this, both to Lloyd George and 
Carson, but Lloyd George did not think we could pass it through the House. 
I am not disposed to agree with him ** 

A great many mformal conversations followed this debate, 
and notes of April 4 and 16 may be quoted as reveahng the next 
stage m the events — 

April 4 

‘'lam afraid Irish matters are not gomg very well, but we have deaded 
to brmg m a Bill to apply Home Rule with excluded areas and to offer great 
mducements to the parts that stand out to come in ** 

April 16. 

** There was a special meetmg of the War Cabmet and others, which 
I attended to-day There was a long discussion on the merits of a conference 
versus a Bill, plus a sort of Speaker’s Conference before the commencement of 
Its Comimttee stage, and, unluckily for myself, I made one or two suggestions 
that were thought to be useful, with the result that I found myself appomted 
with Duke and Curzon as a Committee to draft a Bill It is a senous em- 
barrassment with the enormous amount of departmental work that there is 
on hand I can only think that 1 possess one special qualification, and that 
is that 1 am without special prejudices or am previously compromised in any 
particular way save as a sincere Home Ruler, but not as one pretending to 
have any special knowledge of the subject When I raised objections they 
assured me that they wanted some fre^ mmds on the subject, so I had to 
fall mto Ime. It is a fresh job for me to have to try to draft a Home Rule 
Bin‘‘ 

Curzon, Duke and 1 therefore got to work, and I confess that 
the first stage of our efforts gave me a much poorer opimon of 
the 1914 Act than I had ever had before. As an effective mstru- 

^ Parliamentary DAates, loc dt., ool. 478. 
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meat of sdf-govemment it was a very crippled afEair, for the Irish 
Govemm^t was so hedged about by restrictions and limitations 
and was financially so impotent that the first year of its adminis- 
tration would certainly have brought about an unanswerable 
demand for drastic amendment. We were all agreed that there 
must be a simple method of votmg for the Ulster Counties, 
either to be out or to come m, and that any Bill that we drafted 
must constitute an Act which would really provide effective self- 
government. I caimot refram, m this connection, from mention- 
mg that, over and over agam, m my notes I give expression to a 
deep impression of the fnendly and labonous co-operation of Duke 
and Curzon. Both were men who had belonged all their hves to 
the Umonist Party, but they set about the task determmed to 
act up to the spirit of our mstruction to draft a Home Rule Bill 
with effective safeguards for Ulster, m that they were resolute 
that it should be a Bill which really did provide for self-govern- 
ment in the part of Ireland to which it apphed We passed the 
draft of the Bill on May 4, and, on May 8, Duke’s memorandum 
summansing our proposals was submitted to our colleagues 

It is worth while, as a matter of history, to put on record 
an outhne of the proposals that we formulated Some of them 
were new We flattered ourselves they were sensible and mgem- 
ous. We had, of course, the pnde of parentage and I beheve all 
three of us were convmced, and still are — as some other of our 
colleagues said they were — that if the plan of going forward 
with this Bill had been adhered to a settlement might have been 
reached It is certainly never safe to prophesy what will happen 
in Ireland, but the responsibihty for makmg proposals clearly 
rested on the Bntish Government, and if the proceedmgs of 19x6 
had taught us anythmg, and Redmond’s declaration m the House 
of Commons had meant an}dhmg, it was that it was practically 
hopeless to expect settlement to be arrived at by any form of nego- 
tiation amongst Inshmen. The Nationalists certainly would 
refuse to be subjected agam to the same kmd of parhamentary 
or pohtical maltreatment as had followed the undorstandmg readied 
m X916. No suffident safeguard against it could be provided in 
advance and concessions to one another in Ireland were only hkely 
to strengthen the case of the vrreckers outside. 

The Home Rule Bill at which we had worked so hard never 
saw the light. A note of May 4 may be quoted as precedmg a 
fuller statement of what we proposed — 

“The suggestions in the Bill represent a double-barrelled machinery. Th^ 
provide effective Home Rule for Home Rule Ireland and they provide also a 
basis from the start for the representation of all Irdandtogethn^. . . Under 
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the propoied Council of Irdand it will be possible to get legislation applied to 
the whole of Ireland straight away if the Irishmen so agree. It also gives 
them an opportumty for getting the Home Rule Act modified and gives an 
opportumty to Irishmen to try and thresh out their own differences. At the 
same time there are a good many safeguards inserted for the inhabitants of the 
excluded areas which will give them a great measure of confidence if ever 
they come to vote for inclusioui for they can retain safeguards on the three 
vital matters of avil administration, education, and taxation '* 

The provisions of the proposed Bill and the circumstances 
assoaated with it are best descnbed m the explanatory memor- 
andum that was submitted by Curzon, Duke and myself The 
matenal parts are as follows — 

The Draft Bill provides, as was directed, for the exclusion of individual 
counties from the operation of the Home Rule Act unless 55 per cent of the 
voters agree upon inclusion After careful consideration of this proposal 
we are, however, opposed to the mtroduction of so obviously artificial a 
departure from the common pnnaple of the decision of public questions by 
the vote of a majority, and we have embodied in the Draft Bill an alternative 
proposal for decision by a bare majority of the votes polled The reasons 
for this view we shall state presently 

** The following is a concise statement of the pnncipal proposals in the 
Bill— 

** (a) The introduction of Home Rule with as little delay as possible 
throughout Nationalist Ireland 

** {b) A poll by counties of the six Ulster counties of Antrim, Armagh, 
Down, Londonderry, Tyrone, Fermanagh (mdudmg the boroughs 
of Derry, Belfast and Newry) — descnbed as the * excluded Coun- 
ties ' m the Draft Bill — ^to be taken withm a specified penod 
after the war with a view to the mcorporation m the Home Rule 
area of any county where a majonty of the voters shall support 
inclusion, and to be repeated after a penod of not less than seven 
or more than ten years if there shall still be at that time an ex- 
cluded area. 

(c) The establishment of a * Council of Ireland * in which the excluded 
area will be represented by its members of Parliament and the 
rest of Ireland by an equal number of members nominated by 
the Irish Parliament, with a President agreed upon by the mem- 
bers or nominated by the Crown, which Council, votmg in panel, 
will have power, speakmg broa^y — 

" (i) to pass private Bill legislation affecting both the included 
and the excluded area ; 

** (h) to recommend to the Crown the extension to the excluded 
area by Order in Council of any Bill or Act of the 
Irish l^hament ; 

'* (ui) to agree to the inclusion under the Home Rule Act of 
the whole of Ireland, subject to the assent of a 
majonty of the voters in the excluded area, power 
to be vested in the Crown in that case to extend the 
Act to all Ireland by Order m Council, unless either 
House of Parliament has declared its dissent , 
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(iv) to consult and make recommendations upon Irish ques- 
tions, mdudmg the amendment of the Home Rule 
Act (as ultimately passed mto law) 

(d) The reservation to the Crown of power to appomt a judge or judges 
of the High Court for the service of the excluded area, to sit con- 
tmuously in Belfast as well as to hear appeals from subordinate 
jurisdictions, and the maintenance of a right of appeal from the 
High Court to a Court of Appeal m which the Crown will appomt 
the judges and m the last resort to the House of Lords (Sections 
15, 16 and 17) 

** (e) The grant to every person now resident or carrjong on busmess in 
the excluded area of the personal privilege of electmg to be sub- 
ject to Bntish Courts and not to Irish Courts, and of a title to 
indemmty out of public funds for any damage which may result 
directly to him from legislative, admimstrative or popular inter- 
ference with his existing rights (Section 4) 

* If) A parhamentary guarantee to the Home Rule area of an annual 
grant from the Consolidated Fund for purposes of development 
such as are dealt with by Part I of the Development and Road 
Improvement Funds Act, 1909 (Section 13). 


The proposal to make the exclusion of counties from the Home Rule 
area dependent on the vote of a 55 per cent majority seemed to us to mvite 
the criticism that an apparently trifling departure from ordmary consti- 
tutional procedure was proposed for the transparent purpose of enablmg a 
mmonty m Tyrone and Fermanagh to decide the issue m those counties. 
Further, we had reason to believe that the suggestion of a 55 per cent majority 
was equally unpopular with all parties m Ireland. In these circumstances 
it seemed to be undesirable to suggest a procedure which besides bemg con- 
trary to the usual practice of elections in the Umted Kmgdom would appear 
to have been devised to produce, if not to stereotype, a particular pohtical 
result 

• • • • e • 

“ We have described the Council of Ireland as a body which will * vote 
in panel * This phrase is used to designate shortly a method of votmg which 
IS explamed at greater length m clauses 15 and 17 of the First Schedule to 
the Bill It IS there provided that each of the representative groups m the 
Council shall have one collective vote, to be exercised accordmg to the wishes 
of the majonty m the group. The reason for the proposal is manifest. 

• ••«•• 

As an alternative to the group of privileges for nnnorities or mdividuals 
in the areas mcluded after the passmg of the Act, which are to be found m 
Clause 4 of the Draft Bill, we discussed the suggestion of a privilege of a more 
comprehensive kmd, namely, that a dissentient upon^registermg himself as 
such should be left m all respects, except those relating to mumcipal admm- 
istration, subject to Bntish law, Bntish tnbunals and Bntish taxation m the 
same way as though he had remamed a resident in the excluded area Such 
a far-reachmg provision would, no doubt, be regarded by these classes of 
persons as more advantageous than that m the Draft Bill. It would probably 
provoke objection on the part of Nationalists, and it would necessitate an 
elaborate adjustment of accounts m order to safeguard the Irish Exchequer 
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against loss of revenue It may» however, be worthy of consideration in the 
last resort li further inducement be required. 

'* We have found it dif&cult to devise proposals which would commend 
this Bill to those who have severely criticised the Home Rule Act on the 
grounds of finance. Cause 13 wotdd, no doubt, be more acceptable if it 
were to embody a statutory minimum grant than if it merely guaranteed 
a rateable sum proportionate to any grant which might be expended m Great 
Britain The field of education appeared at first to be one m which existing 
conditions would have made a grant in aid very welcome to the Irish Nation- 
alists to help them to deal promptly with a grave Irish problem. We have 
reason to believe, however, that a fund earmarked as a means of educational 
reform in Ireland would be an embarrassment to the Nationalist members 
by reason of the controversial questions that it would raise We have there- 
fore not embodied any such proposal in the Draft Bill 

** We have felt that the Council for Irish affairs which is proposed in the 
Draft Bill would perhaps receive a warmer welcome if it were designated by 
a name more suggestive of authority and of a National identity than the 
' Irish Council * (the title which was suggested to us by a number of represen- 
tative gentlemen m Ulster ) ‘ The Council of Ireland ' and ‘ The Irish Repre- 
sentative Counal ' are names which have occurred to us We have adopted 
the former of these 

** We have drawn up this Draft Bill in the belief that, should it be fortunate 
enough to receive a Second Reading in the House of Commons, it will then 
be referred along with the Home Rule Act of 1914, to a Commission or Con- 
ference, with instructions to draw up a new Bill, as already promised, in 
amendment of that Act for submission to Parliament The fortunes of the 
Draft Bill will, m our opimon, depend very much upon the terms m which 
any such reference is made If the Draft Bill were referred alone without 
the concession of a power to propose amendments in the Home Rule Act, 
much disappomtment would probably be caused, and it is doubtful if any 
practical result would ensue If, on the other hand, the Act be referred, 
together with the Draft Bill, there would seem to be a fair chance of evolving 
a reasonable and acceptable scheme '' 

On May 16, to my infinite disgust, I found that the War 
Cabmet had discussed the question of Ireland the previous day 
and had contemplated not tabhng the proposals at all, but simply 
the convening of a convention m Dubhn Finally, however, it had 
been decided to send a letter summansing the proposals both to 
Redmond and Lonsdale I do not know who attended this meet- 
mg beyond Members of the War Cabmet, but I, myself, was not 
sent for because I was away at Kettenng However this may 
be, it was deaded to have a fuller conference on the subject and 
this took place on the followmg day, and with the openly expressed 
dissent of some of us, it was eventually decided simply to send 
an outline of what was proposed in the Bill to Redmond and Lons- 
dale and to make a statement in the House of Commons on the 



POLITICS IN 1917. FRANCHISE AND IRELAND 185 

following Monday. What had happened between the presenta- 
tion of our report on the 8th and this meeting of the War Cabmet 
on the 15th, I do not know Lloyd George, himself, was the chief 
champion of the Convention idea, but whose mfluence it was, or 
whether it was his own idea not to introduce a Bill at all, as had 
been dehberately decided upon some weeks previously, and thus 
suddenly to go back on our previous considered decisions, I do 
not know, but I, for one, emphatically dissented. 

My distinctly acnmomous note of the proceedmgs of the day 
ends with this — 

'* I am satisfied that the proposals of our Bill go a long umy in the right 
direction and can only do the Government good as showmg that we are pre- 
pared to make a bona-fide efiort to meet the necessities of the case, and if the 
parliamentary conference, after the second readmg, breaks down, then they 
can only try another Convention on, say, the South Afncan model, but I can 
see no justification for altermg the whole course of procedure m this way at 
the last moment ’’ 

The view that I am here expressmg admittedly received no 
support whatever from the reply which was received from Red- 
mond on the followmg day m regard to the sketch of the Govern- 
ment proposals submitted to him by the Prune Minister He 
stated that the new proposals would meet with their vigorous 
opposition and m view of the strong hne which had been taken 
a short time previously by a number of Insh Bishops agamst any 
form of subdivision of Ireland, and m view of the great develop- 
ments of the Smn Fern movement after the failure of 1916, it clearly 
was impossible for Redmond to agree to any such proposal m 
advance, notwithstandmg that, for the sake of peace, he had 
made himself party to a subdivision of the country m the 
previous year In Redmond’s letter of May 17, he expressed his 
preference for the proposed Convention, and it was accordmgly 
announced by the Prime Mmister on the followmg Monday, May 
21, without commumcatmg to Parhament the proposals of the 
Draft Bill No one can be wise, even after the event, with regard 
to affairs m Ireland, but in view of what had gone before, I never 
could brmg myself to thmk that, m open discussion, m view of 
all their previous solemn undertakings, we should find the Con- 
vention, with the Nationalist Parties on the one side and the 
Ulstermen on the other, prepared to commit themselves to agree- 
ment, with the growmg and powerful Sinn Fein movement outside 
ready to make capital out of any concession. The responsibihty 
for makmg constructive suggestions, as Redmond had said in 
the previous debate, ought to have b^ shouldered by the Bntish 
Government itsdf. 
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incid^t was the first example of a method of conduct 
of affairs which Uoyd George unfortunatdy cultivated with a 
growmg persistence durmg his tenure of office of Pnme Mmister 
Duke, the Chief Sea-etary for Irdand, was, apparently, unaware of 
his sudden conversion to the idea of a Convention It is true that 
the letter from Redmond promising opposition to the proposed 
Bill could be quoted as a ground for preferrmg the Convention 
idea, but Redmond's letter was sent on the 17th May and the real 
deasion to scrap the Bill and substitute the (invention was taken 
on the X5th. One can undastand that a Minister, hke myself, 
holdmg a separate office might not have been consulted before- 
hand, although as a Member of the Bill Committee there might 
have been some reason for domg so But the Chief Secretary for 
Ireland, himself, seemed to be as surprised at the scrappmg of the 
Bill and of our previous deasion as I was, I do not know to this 
day who the men were who were the Prime Mmister's counsellors 
on this matter When Redmond said in the House of Commons 
that it was our duty to come forward " on our own responsibihty ” 
and " put the Home Rule Act mto operation with such conditions, 
amendments and changes as the passage of time and the altered 
circumstances might render necessary," I thmk he pomted to 
the only way in which a settlement could have been amved at 
No one can deny that after the conferences of 1916 an amendment 
to exclude certain Ulster Counties, at all events at the begmmng, 
had become essential We could not expect the Irishmen to say 
they would accept it, but the proposals of the Draft Bill went much 
further than the arrangement of 1916 in secunng a umty of Ireland 
and an early and simple method for the excluded counties to vote 
themselves m if they wished to do so. In this respect it marked 
a great advance upon the proposals that had been acqmesced m, 
although with reluctance, in the previous year The responsi- 
bihty was ours and we ought to have accepted it with courage, 
and I beheve that fair proposals giving effective government to 
Home Rule Ireland would have won through 

One of Lloyd George’s greatest sources of strength, namely, 
his dramatic mstmct, was then, and has been smce, an equally 
outstanding cause of weakness. The summoning of a Conven- 
tion, with all the high hopes that it raised, was dramatic enough, 
but I cannot remember ever havmg met anyone, closely acquamted 
with the real forces on either side that were behmd the different 
parties and which were for the most part outside the Convention, 
who ever really expected it to succeed. Lloyd George has, unfor- 
tunately, an incurable ambition to do thmgs on his own, and 
especially for the improvisation of some spectacular expedient. In 
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the long run these thmgs are seldom successful m the settlement 
of great questions of national pohcy. 

My notes at the time reveal a deep uneasmess at this mani- 
festation of a sort of secretiveness combmed with an autocratic 
temper. This method of handhng great issues was, unfortunately, 
cultivated to a much greater extent in the foUowmg years, and 
did much, I am afraid, to imdermme the confidence m his leader- 
ship and reliabihty of many of those who, like myself, had been 
his most loyal and faithful assistants. 

The proposals of Curzon, Duke and mysdf were certainly fair 
and were far less definite in their subdivision of the country and 
in its separation from Great Bntam than those which were 
accepted m 1921, after four years of the methods of the sword as 
prophesied by Redmond However that may be, the method 
of the Convention was adopted, and its failure is wntten m history 
We should have had the courage to go forward on our own respon- 
sibility, content to rest our case upon the justice of the proposals 
Whatever might have been the consequences, they could not pos- 
sibly have been more disastrous than the results that followed from 
the failure of the Convention onwards through the temble years 
of 1919 up to 1921 

The work of Duke as Chief Secretary for Ireland, m an extra- 
ordmanly difficult time, was as able and as skilful as any that 
I know of. Whatever he may have been at the beginiung, he 
was convmced of the necessity for self-government for Ireland 
long before the end I do not know whether the Insh Execu- 
tive m his time was worse than usual If it was not, then m- 
deed it was time that a new outlook and new personnel were 
adopted 

I shall never forget a deputation we had over from Ireland on 
July 4th It revealed as forably as anythmg I know of, the 
kind of difficulty that Duke had constantly to contoid with. Here 
was the Lord-Lieutenant and with him Lord Middleton, alter- 
nately hot and cold, retaihng all sorts of dreadful thmgs and sug- 
gestmg vanpus wild projects, any one of which would have brought 
the whole Convention to a failure at once. Duke had to steer 
his way through these influences, apparently gathered together 
and glorified in the Kildare Qub, but none of which received an 
atom of support from General Mahon, General Byrne, Colonel 
Edgeworth Johnstone or other men with a real sense of respon- 
sibihty. Duke was strugghng all the time to keep things favour- 
able for the Convention, and here were a number of presumably 
responsible men coming over to mterview the Cabmet pressmg 
thmgs upon us, which if they meant an}rthmg, were a condemna- 
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tion Duke and of the men who were solemnly working with 
him for the promotion of better things. 

My concludmg note is as follows — 

” It is quite impossible to descnbe these meaningless diatnbes which 
ended in the complete absence of any nseful suggestion. Why they had 
come all the way from Ireland to talk this rubbish passed the comprehension 
of everyone of os. Duke let himself go pretty strongly on the subject It 
looked much more like an engmeered attack upon himself than on anything 
Of course, we were bound to hear these gentlemen if they wished to make 
representations, but there is no doubt that the effect of the whole afternoon 
was immensely to strengthen Duke’s position and to provide a fine testimonial 
of his soberness and statesmanship " 

The Convention dragged its weary course through the re- 
mainmg months of the year and was still sittmg when the cnsis 
arose over Irish Redistribution m the Franchise Bill m December 
In due course the ship of the Convention came to wreck on the 
rocks, that to some of us had seemed from the very start to lie 
across its course Amid the numberless cross-currents of faction 
and mtngue no navigator could have kept it free, and the end, 
if an)rthmg, was worse than the begmmng The close of 1917, 
marl^g as it did the bankruptcy of constitutional effort, showed, 
with an ever-growing clearness, ^e character of the legacy of woe 
that had been bequeathed to us by Asqmth's tragic weakness in 
19x6 
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THE FIRST TASKS OF RECONSTRUCTION 

Problems that would become Urgent on the Cessation of Hostilities — ^Men and 
Staff — ^The Reconstruction Council — ^Its Members — Demobilisation — ^Mihtary 
and Civil — ^Materials for Industry — ^The Central Committee — Clarendon Hyde 
and Garrod — ^The Priority Council — Shipping — Storage — Origin of the 
Disposal Board — Salisbury — Financial Preparation — Post-War Orders and 
Possible New Industries — Joint Industrial Councils and the Need of Trade 
Organisation — Ernest Benn 

I T is difl&cult to imagine a change of work that was more 
defimte and complete than the change-over from the Ministry 
of Mumtions to that of Reconstruction, although the experi- 
ence gamed at the one was a valuable trammg for some of 
the more urgent and immediate tasks of the other. 

At Mumtions our objects were concrete , the attainment of 
them was measurable m dehvenes of so many goods per week, 
notwithstandmg that the attamment of those dehvenes repre- 
sented many and great adventures. At Reconstruction, on the 
other hand, the objects were remote. Some contmgencies we 
had to provide agamst were certam , some were likely, and othoe 
very conjectural. Some thmgs must happen when the war ended 
and had to be provided agamst, but even they would vary with 
the character of the peace and of the armistice penod, upon the 
time of year and other circumstances. 

Our first and obvious duty was to try and secure that when 
the peace came, national life and mdustry on a peace basis should 
be restarted with as httle delay and friction as possible. There 
had been a complete transformation of the whole course of trade 
and mdustry ; we had to explore these transformations and to 
prepare as well as we could the machmery and agenaes for secur- 
ing readjustment. The qmeter the process of readjustment was, 
the greater the absoice of disjday, the more real would be our 
success. These were the first things to prepare for. The develop- 
ments and improvements which the war showed ought to be aimed 
at and which might be attainable in the peace penod must come 
second. 

One thing, with characteristic British obstmacy, we did, and 

169 
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that was to plan on the assumption that the war would end with- 
out our being defeated and with our contmuing to possess the 
power and freedom to take whatever steps were necessary I 
do not thmk that any of the men who helped me, and who were 
emment m almost every branch of commerce, mdustry and national 
hfe, ever talked about the possibihty of our bemg defeated One 
thmg was certain anyhow, that, if we were defeated, any 
plans that we might make would be at the mercy of the 
victor. 

We planned in the mam for an armistice which would mark 
a real termmation of hostihties, although the designs were framed 
also to meet the contmgency of a prolonged armistice. It was a 
common practice with some pubhasts at that time, amongst which 
the late Pall Mall Gazette was most prominent, to represent that 
the Mimstry of Reconstruction during the course of the war was to 
put aU kinds of developmental projects mto operation. Our 
national busmess dunng the war was to wm it. Our busmess at 
Reconstruction was to do what we could to secure that, afterwards, 
we should be ready to go ahead as qmckly and as well as 
possible 

A glance at some of the questions that must anse at the con- 
clusion of hostihties suggests the character of the work that domm- 
ated our purposes for a considerable time. Demobilisation of 
the anmes would mvolve bnngmg back mto trade and mdustry 
m a relatively short penod many hundreds of thousands of men 
At the same time the character of industry would be altered, 
and armies of avihan workers, men and women, many of whom 
were employed far away from their homes and, more still, on work 
that would no longer be required, would present a whole group 
of civil demobilisation problems, and, mmgled with them, would 
be labour and industnal questions of extraordmary complexity 
At the same time most essential materials — food, textiles, iron 
and steel, chemical and the rest — would be held by the Govern- 
ment, often m places and m quantities entirely different from the 
requiremoits of peace time The course of shippmg would be 
found concentrated on some routes wholly disproportionate to 
peace needs, and others, essential to the restoration of industry, 
would be almost bereft of tonnage. The gnp on money also was 
as tight as it was on materials, and the hberation of it so 
as to provide for the re-eqmpment of works and for the restart- 
mg of trade raised another group of difficulties ; and they them- 
selves had been added to by the absorption of money m war 
o-edits and by the disappearance of many overseas mv^tments. 
The destructions of the war also and the restorations that would 
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be clamoured for to provide the machmery of restartmg had altered 
the character of the demands which would be made upon post- 
war mdustry 

The first question therefore m July, 1917, was how to set about 
the exammation of these thmgs as the prdimmary to frammg 
plans for deahng with them. There was one senous drawback, 
and there were two substantial advantages. The drawback was 
that, whichever way one turned, the people who had the know- 
ledge andVho could give the most effective help were already as 
busy as could be The different war departments had laid hold 
of capable men and women everywhere, and I myself at Muni- 
tions had been responsible for a goodly share. Apart from this, 
the immense activities of the war called for the very best that 
could be obtained from those who remamed m mdustry after 
the insatiable demands of the war services had been met It 
was no easy task therefore to create a Mimstry competent to 
deal with such comphcated tasks The favourable circumstances 
were first, that for some months previously, Montagu had been 
actmg as Chairman of a Reconstruction Committee and a strong 
body of men were already well advanced m workmg out demobih- 
sation plans so far as the Army was concerned , and, another group, 
under the chairmanship of Mr. Speaker Whitley, had made head- 
way m devismg machmery for deahng with labour questions 
In addition to this, two years’ work at the Mimstry of Mumtions 
had made me personally acquamted with a large number of men 
and women who were able and trusted m many departments of 
work. It is true that the field of my previous expenence by no 
means covered all the ground that the Mimstry of Reconstruction 
had to deal with, but it was an immense advantage Whatever 
else can be said of me, it is happily true that I somehow was 
possessed of the goodwill and friendship of a very large number 
of men and women who were fitted to help, and, smce it is 
always the busy people who can find time to do thmgs, so it was 
then If it had not been for this, it would have been impossible 
to get together the splendid staff that I did. 

In this first mobihsmg process Mr Vaughan Nash, who had 
been actmg as Secretary of the Reconstruction Committee, under 
Montagu, was of the greatest help He had 'been Chief Pnvate 
Secretary to Asquith as Prime Mmister for several years, and 
had gamed there a very wide knowledge of people, so that, m the 
topics other than those we had had to deal with at Mumtions, 
I was possessed, at the start, of a man of high character and dis- 
ciplmed shrewdness and who knew “who was who ”m almost every 
branch of pubhc and social service. 
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No Minister of Reconstruction, or any Minister with similar 
responsibihties, could possibly do his work unless he could 
estabhsh and mamtam friendly working relations with the dif- 
ferent State departments. When Lloyd George asked me, that 
afternoon m July, to send him m at a few hours’ notice a draft of 
the powers that I should require I had not much difficulty, because 
our previous understandmgs had made me prepare for the change 
It is not necessary to quote the letter m full, but two paragraphs 
may be quoted as relating to other departments — 

“ (6) He (the Minister of Reconstruction) should have charge of schemes of 
a devdopmental character until they reach the operative stage and be entitled 
to appomt the staff necessary for their consideration and to call for the neces- 
sary assistance from Government departments and to recommend to the War 
Cabmet as to the department to which they should be assigned when the 
operative stage is reached 

" (9) Generally he should have power from time to time, after consulta- 
tion with any Government department concerned, to assume direction of, 
or to uutiate enquiries mto, matters which m his opimon are relevant to the 
future conservation or development of national or Imperial resources " 

Lloyd George sent a personal letter to the heads of all the 
departments mformmg them of the arrangements, but I cannot 
remember any occasion on which it was necessary to evoke the 
powers or to make any reference to them. Any man who knows 
anythmg of the mside workmg of Government departments will 
recognise that thmgs would have been very difficult, whatever they 
ought have been on paper, had we not estabhshed fnendly relations 
with the departments It was fortunate for me that m Ashfield 
and Llewelyn Smith at the Board of Trade I had two colleagues 
with whom I had worked very closely for two years ; for the Board 
of Trade was necessarily much concerned m the immediate post- 
war issues. Roberts and his chief men at the Mimstry of Labour, 
and Derby and Brade at the War Office, were similarly good friends 
of mme, and saw to it that no departmental stickmess should 
stand m the way of smooth workmg, and the men at the Mimstry 
of Mumtions, whom I used extensively, were only too keen to 
contmue our work together. Indeed, more than once, Churchill 
had to put the brake on because I was mclmed to use some of 
his men too much. Fieldmg came over from Mumtions to help me 
at the beginning, and Roger came shortly afterwards Heseltme, 
who had been one of my private secretaries there, was transferred 
to take charge of health questions, and the mexhaustible Civil Servici 
gave me another first-class pnvate secretary m Mr. P. Barter, wh< 
had previously been helinng Kellaway m the Same capaaty. 
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This chapter will be devoted to those questions that became 
urgent upon the cessation of hostihties, to givmg an account of 
the men and women who helped me to deal with them and of 
the arrangements we prepared. 

The subjects were so comphcated and overlapped one another 
so much that we soon found that the best way of deahng with 
them was to have regular meetings of the men m charge of the 
different sections of work, and they constituted an Advisory 
Council 

Sir Henry Birchenough, Bart , K C I*I G , found himself gradu- 
ally committed to giving me his whole time and became the Chair- 
man The attendance at the Council necessarily vaned accord- 
ing to the topics on the agenda, but the other regular members 
were the followmg — 

Mr Ernest Bevm 
Sir Charles Fieldmg 
The Hon Herbert Gibbs 
Mr W L Hichens 
Sir Clarendon Hyde, Bart 
Sir Charles Metcalfe, Bart 
Sir H Babmgton Smith, K C B 
The Rt Hon J H Thomas 

Later on, when we were able to devote tune to rural and 
developmental questions. Sir Leslie Scott, K C , and the Rt Hon 
Henry Hobhouse joined the Council The men m charge of the 
day-to-day work of the different sections of the Mmistry, and who 
will appear as the story is unfolded, attended the meetmgs of the 
Council accordmg to the subjects dealt with 

How the members of the Council managed to find time to get 
through their work I could never understand, but they, hke myself, 
taking advantage of the spint of the time, were able to call upon 
a great body of assistants From early till late, nght through to 
the end, Birchenough stuck to his post, and emment as the other 
men were, I do not thmk there was one of them who failed 
to recognise that by a piece of great good fortune I had managed 
to secure an ideal chairman. A tall, pale, qmet man, with 
no end of knowledge and remarkable tenaaty, he had a burden 
of responsibihty to which, so far as I know, nobody has ever yet 
paid tribute He was the Chairman of as capable an mdustnal 
staff as I beheve have ever been got together The late Su- Henry 
Babmgton Smith, until he went to Amenca with Readmg, was 
generally in charge of finance, transport and allied common ser- 
vices, and Metcalfe afterwards took his place. 
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Babington Smith had been the Chief of the Staff to Curzon's 
Cabinet Committee on the limitations of imports, and it was 
expenence of him there that made me seek his help Grad- 
ually, I am afraid, I drew him more and more from the work 
he was domg for the Board of Trade, but I think our work had 
a great fascmation for him Personally he was much the same 
type of man as Birchenough — qmet, efficient and with vast know- 
ledge , a lovable man too and unffinchmg m his mamtenance of 
the highest standards of English pubhc life It was largely due 
to him that I obtamed the help of Gibbs to review the need for 
capital for post-war purposes and to frame proposals for its liber- 
ation in a form suitable for submission to that very tyranmcal 
body of men (The Issues of Capital Committee) who sat at the 
Treasury and who held so tight a gnp upon money Metcalfe 
succeeded Babmgton Smith as Chairman of the Finance and Trans- 
port Section and also helped to assemble and make available for 
mdustry the multitudes of enquines for transport matenal after 
the war that came to us from every part of the world through the 
Overseas Trade Department, through the Colonial Office, the Board 
of Trade and from a host of other sources In addition to this, 
dunng a great part of 1918 he had charge of the preparation 
of the plans for the clearance of stores and ports for peace-time 
mdustry, and assumed executive charge of them after the 
Armistice 

Clarendon Hyde, hke Moir, was one of the men we borrowed 
from Cowdray’s firm, and special descnption will be required of the 
difficult and comphcated task that was allotted to him 

Bevin, one of the ablest men amongst labour leaders, came 
m to help Birchenough as a man acquainted with the industrial 
side of dock and transport work , and Thomas, m association 
with Hichens, was responsible for that section of the Mmistry 
that was set apart to promote those collective trade orgamsations 
that were found to be so necessary 

In previous chapters I have made many references to Fieldmg. 
His mterests nommally were in connection with metal supphes, 
but his heart all the time was in the future of British agnculture. 
There was no subject on which he was more vigorous and eloquent 
than of what we could produce in the way of food supphes at home 
if only saence and co-operative method were apphed to it If 
he could have earned out his projects when he afterwards came to 
deal with food production for the Mmister of Agnculture he would 
have transformed the country^de. But, without questioning the 
accuracy of his forecasts, I was never satisfied that he fully 
realised the stupendous obstacle that confronted bun m the inuno- 
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bility and conservatism of the Bntish producer His httle hand- 
book ^ IS a mine of information on the subject, but, short of the 
most drastic sociahstic system imaginable, I could never see how 
he would bung it about. 

These men, then, met regularly m an upper room m Queen 
Anne’s Gate. I only came in when general schemes and plans 
of operations were under discussion They were responsible 
for threshmg out the details m assoaation with Nash, Professor 
W H Garrod, Mr A Greenwood, M P , and the other men m 
the Mimstry who were responsible for giving efiect to what had 
been agreed upon These gatherings furnish some of the most 
pleasant of my war-time recollections Exceptmg for Thomas 
and Bevm, all the men on the Council were emment m finance, 
commerce and industry as successful champions of the results 
of individual effort , but, with the exception of Hichens, I thmk 
they were all more or less infected with the prevaihng socialistic 
virus of national management, or of a substantial measure of it, 
so far as common services are concerned I beheve that Hichens 
was the only one who was emphatic, for example, agamst that 
State direction of the development of power supplies which seemed 
to be inevitable if the proposals of Mr Charles Merz’s Power 
Generation Sub-Committee were to be given effect to Hichens 
all through was in favour of domg the work through the medium 
of pnvate companies I think myself that anyone readmg Merz’s 
report and Sir Archibald Williamson’s report to the Board of Trade 
on the supply of electncity must be satisfied that the present 
medley of small and often mefficient power systems is due to the 
fact that pnvate enterpnse has been EiUowed to proceed without 
participating in any well-considered and comprehensive plan 
However that may be, Hichens was a consistent and competent 
champion of pnvate enterpnse unalloyed with State interference, 
and from that pomt of view, apart from his own quahties and 
wide knowledge, he was very often, I am sure, a useful corrective 
in our councils. 


Demobilisation . 

Demobilisation must occur anyhow on the cessation of hos- 
tihties. The staff plans at the War Office and the Admiralty for 
the conduct of demobihsation were no concern of the Mmistry of 
Reconstruction ; but Montagu had been Chairman of a Committee 

^How England was Saved. By Agricola. Swan Sonnenscheia A Co., 
1908 
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that was charged to consider the conditions that should apply 
to release from the Colours 

After Montagu became Secretary of State for India, Brade took 
charge of this Committee as well as of another on the speaal ques- 
tions relatmg to the resettlement of officers. These committees 
dealt with the order of release, with the amount of gratmties and 
allowances after demobilisation, how long unemplo}anent pay should 
be made, how much and under what conditions, what should 
be done for men who had jomed the Army without completmg 
their apprenticeship or whose umversity career or other trammg 
had been mterrupted, with the arrangements for the repatnation 
of officers and their famihes, and with many more matters As a 
part of this work arrangements were devised, in association with the 
Board of Education, for assistmg the trammg at technical mstitu- 
tions, umversities and elsewhere of demobilised officers and men 
The plans thus prepared went far to fill our umversities, medical 
schools and other places to overflowmg m the immediate post- 
war years and they constituted one of the parts of Reconstruction 
work that happily was earned through before the ' Economy Axe ' 
was apphed to educational services 

The scheme for army demobihsation was approved by the 
Cabmet m November, 1917, although, as the sequel will show, it 
ivas subject to a good deal of alteration afterwards An aUied 
and, if possible, more difficult topic was what arrangements should 
we make to provide for the demobihsation of avil war workers ? 
Puttmg aside trades union and reinstatement questions, we had 
to frame proposals for facilitatmg the return of workers to their 
homes, for a scheme of unemployment benefit embodjong prease pro- 
posals for the allowances for men, women and dependents These 
plans were prepared by a body known as the Civil War Workers’ 
Committee, that sat under the Chairmanship of Mr. Gerald Bell- 
house of the Home Office, and their proposals were ready and were 
subimtted to the Cabmet m Apnl, 1918 

Materials for Industry 

It was a common joke at the time to chaff me about the number 
of Committees that I had sitting Some people, I think even Mr. 
Harold Cox, seemed to have the idea that the right and the best 
thmg to do would be to declare complete freedom m everything for 
everybody and generally to " let thmgs rip " as soon as hostihties 
ceased Every body of traders we consulted and every man who 
knew anythmg about the actual position of industry prayed to be 
dehvered from that, much as they may have long^ for freedom, 
and much as they might dislike State mterference. What was 
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the position? Every ounce of metal and all important raw 
matenals were held by State departments and whenever the war 
ceased there would be m existence contracts and commitments 
for purchase and shippmg months ahead Some of the matenals 
were m much greater quantities than peace-time mdustry would 
require, and some were very deficient An elaborate system of 
pnonty certificates was m existence under which allocations had 
been made for some time ahead, often entirely disproportionate 
to the needs of ordmary mdustry Unless the hberation and 
re-allocation for the requirements of mdustry had been made on 
a thought-out plan, with machmery m existence to deal with 
it, there would have been a scramble for matenal and a nse in 
pnces for which even the boom of 1920 would have been a very 
feeble parallel What did the different trades require, and how 
could it be made available ? were the govermng questions 

It was soon discovered that the only way of deahng with them 
was to have small groups of people who knew all about the different 
commodities, and who were competent to advise what the trades 
would require and how their requirements could be most rapidly 
met Sir Cecil Budd from Mimitions took charge of non-ferrous 
metals and had to devote so much time to it that Churchill pro- 
tested, for Budd’s energy and wilhngness to work were mexhaust- 
ible A big, quiet man, he wilhngly saddled himself with the 
chairmanship of more than half the groups and helped to pool 
their findmgs on the Central Committee on Matenals Supply that 
came to be estabhshed A similar procedure was necessary for 
textiles, hides and other raw matenals, as well as for food-stuffs 
The men who formed the Central Committee and who gathered 
together all the findings and recommendations affectmg matenals 
supply, and worked them up mto plans for action, were as follows — 

Sir Clarendon Hyde, Bart (Chairman) 

Sir Arthur Steel-Maitland, Bart , M P (Vice-Chairman) 

Sir Henry Birchenough, Bart , K C M G 
Sir Cecil Budd, Bart , K B.E. 

Sir Charles Fieldmg, K B.E. 

Sir H. Babmgton Snuth, KCB , 

Mr Wallace Thomeycroft 

Mr. Andrew Weir (L^ord Inverforth) 

Mr. J. F. Ronca (^cretary). 

The Overseas Trade Department, on Steel-Maitland’s direction, 
freely gave us the services of all their agents. I have avoided 
quoting the terms of reference to the different Committees, but in 
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the case of the Central Comnuttee as it became of such enormous 
importance, I thmk an exception should be made This Comnuttee 
was appomted to consider and report upon — 

(z) The nature and amount of the supphes of matenals and 
food-studs which, in their opmion, will be required by the 
Umted Kmgdom during the penod which will elapse 
between the termmation of the war and the restoration 
of a normal condition of trade. 

(2) The probable requirements of India, the Dominions and 

Crown Colomes for such supplies at the close of hostilities 

(3) The probable requirement of belhgerents and neutrals 

for such supphes at the close of hostilities 

( 4 ) The sources from which, and the conditions under which, 

such supphes can be obtained and transported, and, m 
particular, the extent to which they might be obtained 
from the United Kingdom or within the Empire or from 
Alhed or neutral coimtries 

(5) The question whether any measure of control will require 

to be exerased m regard to the nature and extent of 
any such control 

The war had brought such utter disarrangement in the disposi- 
tion of all sorts of essential matenals all the world over that the 
Government was bombarded with requests on an infimte number 
of pomts, not only from the Dominions but from our Allies and 
neutrals 

A Cabmet Committee known as the Economic Offensive Com- 
mittee, under the chairmanship of Carson, sat for a long time 
and was charged pnmanly with problems brought up to it from 
the Ministry of Blockade, the Board of Trade and elsewhere, for 
the purpose of attacking the enemy on the matenals side and for 
lessenmg his gnp on the resources of many parts of the Empire 
The Impenal Conference also had a large number of Committees 
sitting on diEerent aspects of these matenals questions, and the 
Overseas Trade Department, the Colomal Office, the India Office, 
the Board of Trade, were all dealmg with one part or another 
of them. 

Early m 1918 the case presented as hopeless a tangle as I was 
ever acquamted with. The result was that the Economic Offen- 
sive Comnuttee charged me as Head of an outside department to try 
and deal with the whole case, and the Central Matenals Supply Com- 
mittee became the Central Agency. The man who did more than 
anybody else to {U'oduce order out of chaos was Professor H W. 
Garrod, of Merton College, Oxford. The last thing the champion 
of a busmess government would expect would be that a man who 
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was renowned as a Greek scholar and is now a Professor of Poetry 
should be the man who should contnbute most to the clarification 
of these comphcated supply matters, but it was so, and every 
business man who worked with us was enthusiastic about Garrod’s 
work In a note to me about it I think that Vaughan Nash 
summed it up better than anyone else — 

“ He brought order into what seemed like a hopeless muddle, and with 
dehghtful tranquillity beamed on those distracted problems and the per- 
plexed persons who surrounded him I often quote him as an instance of 
the value of pure intellect applied to no matter what Floods of data and 
statistics and speaalised training to match seem to have availed nothmg m 
this case until you brought m an instrument of pure mtellect to edit the 
obscure text ” 

One of the mam difiiculties that confronted us m workmg these 
things out to suit the requirements of the different mdustnes was 
the absence of trade bodies competent to voice m an authontative 
way the needs of their industry and capable of deahng with the 
case on behalf of their industry when the time came In spite 
of the tremendous efforts made in 1918 to promote the estabhsh- 
ment of Joint Industnal Councils a vast number of mdustnes 
would have been unequipped with any representative trade body 
had it not been that Wormald had created many such orgamsations 
under the pressure of war necessities m the endeavour to keep 
their capacity for civil mdustry alive 

It was necessary whenever hostihties ceased that some ma- 
chinery should be in existence which would enable us to 
scrap all the comphcated system of hcences, permits and the 
rest as rapidly as possible without causing confusion and a 
scramble for matenal Some trades, such as the cotton trade, 
with its Cotton Control Board, under the gmdance of Sir 
Herbert Dixon, were already well equipped, but there were 
not many others possessed of an agency competent to handle 
and distnbute matenals accordmg to the requirements of the 
mdustnes if we could secure an arrangement whereby a bulk 
allocation for the whole trade could be made promptly on 
the termmation of hostihties Some demands were much less 
important than others from the pomt of view of obtaining an early 
restartmg of the machmery of production, ^md some device for 
dictatmg the order of pnonty of release was called for, and here 
it was that the expenence gamed by the Civil Industnes Branch 
of War Pnonty under Wormald,* as the mouthpiece of avil mdustry 
dunng the war, became of such vital importance 

Side by side with this work for makmg sure of our demands 

* Thu work of Sir John Wormald is referred to in Chap X, p 145, Vd I 
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for the raw materials of mdustry and for perfecting the arrange- 
ments for their supply, each of the Dommions and India appointed 
their own Pnonty Committees to work hand m hand with our 
own for the purpose of securmg prompt attention to their own 
post-war needs for machmery or for matenal In order to deal 
expeditiously with all these post-war adjustments, a strong body 
(The Council of Pnonty after the War) ^ was provided to come 
mto executive existence when hostihties ceased 

In order to prepare the ground for the work of this body — destined 
for a short time m the early demobilisation penod to have vast 
responsibihties — ^it was necessary not only to see that there were 
trade bodies m existence able to allocate to the industnes the 
matenals released in bulk from government control, but to do 
so m such a way as to ensure that the things that were most 
urgently needed for the early startmg of mdustry were released 
first This entailed a carefid examination of the most pressing 
post-war requirements of the different trades, for the whole balance 
had been upset by the absorption of matenal and manufac- 
tunng capacity for so long a time for war purposes, and in parti- 
cular by the diversion of machmery As a smgle instance I may 
mention that the great textile trade, owing to the dismantling or 
alteration of much of their machmery, was in the position that 
it must have an early place for re-equipment of machinery if 
it were not to be outdistanced by foreign nvals On two or three 
occasions we found energetic Frenchmen and representatives 
of the Japanese over here in 1918 trying to make sure that 
they got pnonty for their orders for textile machinery They, 
of course, soon found themselves confronted with the Pnonty 
G}uncil under Birchenough 

Speakmg of textile machmery compels me to mention three 
men who were towers of strength to us Sir E Tootal Broadhurst 
spent months with us, and when he undertook (after talkmg things 
over with Dixon, the Chairman) that the Cotton Control Board 
should make arrangements for dealmg with this or the other we 
had no misgivmg but that it would be handled as he had pronused 
There was no necessity to enquire how things were getting on 
you were presented m due time with the results Mr H. S 
Clough m the wool trades had a much more difficult task, but we 
bad at the War Office in Sir Arthur Goldfinch a man who had the 
executive machmery available for dealmg with those industnes. 
I do not know how it was, but we had great difficulty m securing 
for the wool trade a representative body that commanded general 

* For the membetBlup of the Council of Pnonty after the War, see the 
Appendix, No 8. 
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confidence. I am afraid that local jealousies and some personal 
questions had a good deal to do with it. The representative of 
all this group of mdustnes upon the Post-War Pnonty Council 
was Mr. Robert Armitage, of the Bradford Dyers’ A^oaation 
He was one of the most refreshmg and vigorous of that fine group 
of men who made such a rapid and complete onslaught on all per- 
mits and pnonties withm a month from the Armistice Anmtage 
was one of those big-hearted, cheerful and effective men who, when 
the time came, although he had been as shrewd and qmet a 
counsellor as any, was a magnificent hustler m obtainmg a rapid 
change-over 

None of these complex arrangements for facihtatmg matenals 
supply would have been operative unless we had had Maclay and 
the men at the Ministry of Shippmg workmg with us many months 
in advance In order to secure a rapid rearrangement of ship- 
ping and the shipment of supphes accordmg to the plans submitted 
by Hyde’s Central Matenals Supply Committee, the Ministry of 
Shipping set aside a group of men, under the chairmanship of Sir 
Kenneth Anderson, K C M G , to work with us m translatmg these 
things mto terms of shippmg After some persuasion, I managed 
to secure Sir Alfred Booth, Bart , as a member of our standmg 
Fmance and Transport Section at the Mmistry, and, thanks very 
largely to his advice and to Garrod’s orderly mmd, we were able 
to focus and present to Maclay a clear statement of our require- 
ments Looking back upon what followed after the Aimistice, 
and knowing as I do the wonderful celenty and qmetness that 
charactensed the arrangements that had been planned in advance 
by Kenneth Anderson, I feel that it is impossible to estimate the 
advantage that must have flowed therefrom m enabhng the trades 
and industries of the country, so rapidly as they did, to provide 
emplo3mient for the great masses of men released from mumtion 
works and from the Army 

As a part of the foregomg, and side by side with them, m April, 
1918, all the different departments that were holdin g matenals 
came together with us, under Metcalfe, 

'* to collect mformation from departments of available storage accommo- 
dation, to act as a clearmg-honse of information iif respect of such storage 
and to allocate the same m the event of more than one department requiring 
It.” 


When the time came they were charged with executive author- 
ity to obtam clearances at suitable ports and on hues of traffic. 
They did what we ought to have done much earher in the war, 
namely, obtamed a combined use of storage accommodation by 
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the different departments. Where one had space to spare some- 
one else could use it, and an endless multiphaty of storage accom- 
modation was avoided. The purpose before us, of course, was, 
not so much storage durmg the war, as to secure that the avenues 
of trade were not blocked after the Armistice 

Disposal of War Stores 

Although it may appear to be a diversion, it is appropnate, 
whilst refemng to war stores, to record that m August, 1917, I 
had a meeting with Sir Howard Frank, Brade from the War Office 
and Stevenson from Munitions, to discuss the disposal of war 
matenal after the war It was agreed that we ought to devise 
some method for dealmg comprehensively, on businesshke hnes, 
with disposable stores of all lands We had vivid recollections 
of what had happened after the close of the South Afncan War 
This modest meetmg marked the ongm of the great organisation 
that subsequently developed as the Stores Disposal Board, under 
Sir Howard Frank It was all very well to agree in principle, 
but every one of us knew that it would be a long and difficult busi- 
ness to secure agreement for the estabhshment of one compre- 
hensive organisation Thanks largely to the good offices of Brade 
and Stevenson, the consent of the Mmistry of Munitions and the 
War Office was given to the pnnciple suggested, but an examina- 
tion of ways and means by an independent and authoritative 
body was clearly necessary I obtained the consent of the Cabinet 
to the general pnnciple and then appointed a strong Committee, 
under Lord Salisbury, with the following reference — 

" To consider and advise, under the direction of the Munster of Recon- 
strucbon, as to the manner in which all stores, land and other property 
{except Shippng and Government Factories) under the control of Govern- 
ment departments, being property acquired for the purposes of the present 
war, and no longer required for the purposes of the departments under the 
control of which it is, shall be dealt with, whether by the transfer thereof to 
some other department, or by the sale or disposal thereof to other persons " ^ 

Salisbury was one of the most wilhng outside helpers that I 
had He presided over the Committee that explored the Housing 
question and made the report upon which the Housmg proposals 
were based that I submitted to the Cabmet I had some difficulty 
m persuadmg him to take this Stores problem, as he insisted that 
Merchantmg and such-hke questions were outside his ken. But 
I jximted out to him that if the proposals were to command pubhc 
confidence they must be based upon an impartial examination of 
the different possible methods, under the presidency of someone 

* For the personnd of Salisbury’s Committee, see the Appendix, No 9 
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of manifest and tmquestionable mdependence. In this, as m 
other ways, I owed a great deal at this period to Salisbury for his 
fnendship and efiBiaent help I have oftai wondered why it is 
that he has not taken a more active part m pohtical life His 
clear-headed, busmesshke method would, I beheve, have been 
a useful asset to the Cdnservative Party on many occasions if they 
had made more use of him. Perhaps it is that Sahsbury himself 
has no very great taste for these things and cannot be bothered 
Ordmary pohtical dialectics clearly do not appeal to him, but 
if proposals, based on some obvious need, require to be developed 
into a workmg plan, there are not many leaders of the Conser- 
vative Party, so far as I know them, who are as competent as he 
IS to get the work done with preasion and efficiency Having 
undertaken the task, he set himself to work vigorously, and his 
recommendations embodymg the prmciple we had agreed upon 
in the abstract were submitted early m 1918 The general scheme 
m the first place was rather agamst the gram with some officers of 
the Treasury, but at a conference with Bonar Law and Bradbury 
at the Treasury on June 7, 1918. I obtained their consent to the 
proposal that one body of men should be responsible for the whole 
business of disposal, and thereafter, subject to the usual delays and 
discussions as to men and methods, it was plam sailmg 

Financial Facilities for Industry 

As another contribution towards smoothmg the way for 
resumption of work after the war we had to take up a cluster of 
questions relatmg to finance The Treasury had a tight hold over 
credit, but liberal credits would be required immediately hostihties 
ceased for the acquisition of matenals and for the conversion 
of works and factones engaged upon war-work to normal produc- 
tion. By agreement with the Treasury m November, 1917, this 
work was undertaken by the late Sir Richard Vassar-Snuth, Bart , 
Chairman of Lloyds, and he was assisted by a very august body of 
men known as the Fmanaal Facihties Committee ^ It was a problem 
for bankers and mdustnahsts, and the personnel of the Committee 
was suffiaently authontative to secure that the plans arranged 
for could be given efiect to. * 

Side by side with this, and mainly owmg to the mitiative of 
Hichens, it was necessary to devise satisfactory arrangements for 
the valuation of the immense stocks, up and down the country, 
that would be held at the different works and which were the pro- 
perty of the Government. The work was undertaken by Mr J C 


^See Appendix, No. 10 
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Harrison with the goodwill of the Inland Revenue, and I beheve 
that the arrangements he devised, which are much too techmcal 
to be dealt with here, represented an arrangement which both 
the Inland Revenue and the manufacturers welcomed as fair. 

Post-War Orders 

In the autumn of 1917, owing ongmally to suggestions that 
came to us from the Overseas Trade Department, under Steel- 
Maitland, it appeared certam that there were large orders waitmg 
for Bntish mdustry, particularly for certam kmds of machmery, 
and the Council advis^ me to imtiate explorations mto proposes 
for post-war work There was a big field open not only in the 
collection of mformation from abroad, but m the exammation of 
the possibihty of our makmg at home a number of thmgs which 
It had been our habit to import before the war The most interest- 
mg and useful of these enqmnes was that which was known as 
the Engmeermg (New Industries) Enquiry, undertaken with the 
co-operation of the Mimstry of Munitions by a group of men known 
as the Engmeermg (New Industnes) Committee, under the chair- 
manship of the Hon H D McLaren, M P They divided the 
engmeermg trade into various sections, pooled the result of their 
enquines and made them available to the trade as a whole Mr 
Charles Bennion was m charge of the work so far as it related to 
prmtmg, paper, leather and wire machmery Su George Bullough 
for textiles , Mr J Taylor for electrical and scientific machmery , 
Mr. F. H Cnttall, and that ingemous engmeer, Mr P J Pybus, 
took charge of others , and Mr W B Lang and Mr C A Lister 
from Mumtions took machme tools and agncultural machmery 
They must have exammed thousands of proposals, the majority 
of them, no doubt, valueless, nevertheless, their recommenda- 
tions resulted m the submission, to practically all sections of 
mdustry, suggestions that led to vanous enterpnsmg firms taking 
up new branches of manufacture I have always thought that it 
IS a great pity that we do not do very much more of this kmd 
of thmg m peace-time. 

Trade Organisation 

One thmg must have been promment throughout this chapter , 
namely, the immense scope there is for properly constituted trade 
organisations, not simply for the consideration or avoidance of 
mdustnal disputes, but for doing work that will promote the 
prospenty of the mdustry. They can encourage research and 
practical enquiry, secure co-operation and in many ways promote 
the betterment of conditions of those employed m it Apart 
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entirely from the report of Mr Speaker Whitley which was 
approved by the Cabmet m October, 1917, all our expenences 
went to show the need for properly instituted Jomt Industnal 
Councils m trades. As I have said, we were handicapped from 
the very beginnmg by the lack of such agenaes. In the autumn 
of 1917, therefore, we imtiated an active campaign to promote 
their formation I have placed m the Appendix * a memorandum 
submitted to the Cabmet on the position as it was in December, 
1917, and almost every paragraph of it emphasises the need 
Many of the things mentioned m that memorandum were 
achieved in the following months, but neither dunng the war nor 
afterwards has this trade council movement progressed as it 
ought to do. 

Our first task was to get agreement on general pnnciples by 
joint meetmgs between representative employers and employed 
orgamsations m the different trades But, as m so many other 
directions, although it may be easy enough to obtain the acceptance 
of general pnnciples, it is very difl&cult to get them apphed. 

As a result of these prehmmary conferences, Ashfield from 
the Board of Trade, Roberts from the Mmistry of Labour and I 
agreed m January, 1918, on the functions proposed for such councils 
and on a plan of campaign Hundreds of meetmgs were held up and 
down the coimtry, and Sir Ernest Benn, Bart., was the champion 
and leader in the enterpnse In co-operation with Greenwood m 
the office, he devoted himself wholly to the work, and I believe 
he is as convmced to-day as he was then of the immense services 
that could be rendered to industry in very many directions by 
Jomt Industnal Councils under able leadership. Many other men 
participated, and some of them, like Sir Herbert Rowell, of Messrs. 
Hawthorne Leshe’s, and Girouard, on the North East Coast, were 
largely responsible for pushmg the campaign m different distncts, 
and we received an enormous amount of assistance from the Press. 

It would be tedious to sketch the viassitudes and adventures 
which many of us had m meetmgs up and dovm the country m 
the different trades, but m those days there was a general recog- 
nition of the soundness of the prmaples recommended by Whitley’s 
Committee which smoothed the way for ijs. Some industries, 
before many months had passed, were equipped with bodies 
capable of adjustmg themselves to what was required, but we 
found m many others so many cross-currents, local and other 
jealousies, that we had to be satisfied, when we could not secure 
the appomtment of a Standmg Industrial Council, with the settmg 
up of provisional bodies which we described as Interim Industnal 

‘No. ti. 
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R^nstruction Committees In some mdustnes it was msisted 
that the Joint Council must be confined to labour and kindred 
questions, and that technical and commercial issues must be dealt 
with outside of it We had to accept what we could get, although 
there were a good number of trades which gave very wide powers 
to their Jomt Councils, and the functions, as assigned to the Jomt 
Industnal Council of the pottery trade, ^ may be referred to as 
a good example of these 

I always used to regard, perhaps, as our greatest triumph, the 
estabhshment of a central body to deal with commeraal and 
technical questions for the iron and steel trade, and we owed this 
mainly to the good offices of Mr G Scoby-Simth and of that 
splendid and powerful representative of that great mdustry, Mr 
Wallace Thomeycroft, who jomed my Pnonty Council 

A Mantime Board came mto existence under the auspices of 
the Muustry of Shippmg, thanks largely to Chiozza Money, Alfred 
Booth and Bevm, but to this day we still find the Port of London 
Authonty behmd the times, havmg taken no effective steps to 
achieve the decasuahsation of labour, which, as Lord Shaw found 
m 1920, IS a discreditable and inhuman mstitution 

Nevertheless, owmg to the activity of Benn and his mission- 
anes, Wormald and his trade bodies, our Pnonty Council, and to 
other efforts, we were pretty well eqmpped, long before the end of 
the war, with bodies competent to deal with most of the mtncate 
questions that belonged to the demobilisation period , for the policy 
of the Pnonty Coimcil was to saddle as much work as possible 
on to the trades themselves, and thus hasten the day when permits, 
hcences and the rest would disappear. 

By the middle of 1918 we began to have a stream of visitors 
from overseas, particularly from Amenca, to examine and report 
upon our proceedings, and we flattered ourselves that we were as 
well prepared as anybody else. I am tempted to quote an entirely 
unsohated testimonial that came to us through Stephenson Kent 
from the Bntish Embassy m Washmgton. 

December 31, 1918. 

*' As far as I can di^l»ver, nothing is being done about Reconstruction 
and no real steps are being taken to absorb the returning soldiers. Of course, 
the flooding of the labour market here will not be nearly so serious as it 
would be m Europe, as there will be such a tremendous demand for labour 
that most of the returning soldiers will be easily absorbed, but still some 
trouble u certain to develop There is already some bitterness appealing 
between employers and employees, as the former are not concealing the fact 


* Appendix, No. is. 
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that they hoped to reduce wages and lengthen hours At present, however, 
the situation is too obscure to do more than guess at the future 

*' Everyone I have seen is amazed at the completeness and efficiency of 
the Bntish reconstruction programmes, and they are all bewailing the fact 
that they have not been able to produce an3rthmg themselves on these lines '* 

In this country httle or nothing was heard of the work of the 
great body of civil servants, financiers, industnahsts, labour repre- 
sentatives and others who had laboured for eighteen months to 
prepare staff plans for ensunng a rapid restartmg of mdustry and 
the avoidance of wholesale unemployment for a long period after 
the close of hostilities It has ever been a dangerous penod after 
a great war, and the history of 1919 was very much determmed 
by the signal success that attended then: efforts 

The greatest tnbute of all was that things worked so smoothly 
and well that they attracted no attention, and this, I beheve, 
IS the first occasion upon which any detailed and considered 
statement has been pubhshed on the subject 
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SOME POST-WAR DEVELOPMENTS 

Rural Developments — ^Transport — Maybury — Douglas Newton — Agricultural Co- 
operation — Canals — Power Supply — ^The Land Settlement Proposals — The 
Cabinet Committee — Fate of the Proposals — Afforestation — Housing — 
Controversies during 1917 and 1918 — Finance and Buildmg Materials — 
Eric Geddes and Carmichael — Summary up to December, 19x8 

T he preceding chapter has shown that much of the time 
at the Mmistry of Reconstruction, which, according 
to current report, we were spendmg m bmldmg castles 
m the air, was occupied by commonplace and very 
matter-of-fact problems. At the same time we were charged 
to prepare for the Prime Muuster and the Cabmet a programme 
of future pohcy 

We set out to apply the same methods as were bemg apphed 
to mdustnal questions, and to avoid submitting proposals unless 
they had been preceded by a careful exammation of the case by 
those competent to make it and accompamed by proposals as to 
how the pohcy could be made effective 

It IS not my intention to prolong this story mto the post-war 
period, and therefore it is necessary on many topics to do Uttle 
more than to mention that we worked at them and that the 
results of our labours contributed to the programme that was 
put before the people m December, 1918 To do more than this 
would only be to half tell the tale This espeaally applies to 
the propceals that were worked out on land settlement for 
returned soldiers, on afforestation, on mmes pohcy, transport, 
housmg and others Unfortunately too often also, it would be to 
unfold a story of lost opportunities and of carefully prepared work 
spoilt by the sudden mterposition of spectacular but unsound 
expedients. The sequel of the great uphftmg and wider vision of 
the war has been as disappomting at home as it has been abroad. 

In one case — that of the Mmistry of Health — the tenmna- 
tion of the war was immediately followed by the passage into 
law of a Bill providmg for it, and an account of what preceded 
that event may be told with some fullness ; but a brief reference 
to most other topics must suffice. 
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Rural Developments 

It will be remembered that an unportant feature of the war 
was the formation of County Agncultural Committees, the busi- 
ness of which, generally, was to promote production and good 
husbandry. Proceedmg from this basis, and with much help 
from the Right Hon. Henry Hobhouse on behalf of the County 
Councils Association, most of the County Councils appomted 
Committees to survey the possibihties of practical developments 
Many of the schemes, I suppose, are still m the pigeon-holes of 
their offices , they represent the work of thoughtful men of all 
parties, who readily devoted themselves to the task. The spirit 
of reaction is the custodian of their projects Promment, as 
would have been expected, amongst all these schemes was the 
need for improved transport facilities in rural areas From Sep- 
tember, 1917, onwards vanous disjomted transport questions 
were referred to us, and three thmgs stood out prommently 
amongst them they were, first, the complete lack of any com- 
prehensive oversight of our transport requirements , second, 
the grievous deficiency of transport for market gardenmg and 
for farmers’ requirements , and, third, the costhness of existmg 
services General Maybury had already come home to take charge 
of road traffic, and with Major Walker (from the firm of Messrs 
Pickford), and others he got together an able body of assistants 
Both he and Lord Montagu of Beaulieu, as road enthusiasts, 
bubbled over when explaimng to me the vast developments that 
were both possible and needed, and I managed to secure for 
Maybury a first claim on the steam-rollers and road-repainng 
machmery which were being used in France and which would 
be a god-send to the road authorities at home at the conclusion 
of the war Maybury was charged with the preparation of 
schemes for road development, first because they were so greatly 
needed, and second because we should thereby be provided 
beforehand with schemes which could be used for the rehef of 
unemployment in the event of there bemg a long waitmg penod 
between the cessation of hostihties and the full restartmg of 
industry. . 

Sir Douglas Newton, M P , jomed my stafi and took charge 
of the section of the office which dealt with rured and agncultural 
developments Apart from his expenence m the Cambndge- 
shire County Council, Newton possesses the advantage of having 
conducted for some years farmmg and market-gardenmg opera- 
tions on a large scale with thoroughly up-to-date and saentific 
methods In company with experts from the Board of Agricul- 

vol. 11. o 
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flire, he prepared the best thought-out scheme of light railway 
development for appropnate rural areas that I have seen The 
general plan was modelled on the system adopted m Belgium, 
it bemg proposed that under a Central Transport Authonty the 
provision of a light railway system should be a State and County 
Council jomt affair, and the system was to be worked by 
being leased to operatmg compames on agreed terms Detailed 
plans, for example, were prepared with the consent and approval 
of Ernie and the Board of Agnculture for the instalment of 
a system along the roadsides m the market-gardenmg area 
m ^e Biggleswade district, feeding the Great Northern Railway 
at that place. Complete arrangements were made for the utihsa- 
tion of spare hght railway material from the stocks available 
m France, the types of rails, engmes and trucks havmg been care- 
fully scheduled. I only mention this as one of a considerable 
number of projects, both for the provision of light transport, land 
reclamation, dramage, etc , that were prepared m considerable 
detail m those days and which for the most part are still avail- 
able 


TRANSPORT AND POWER 

It is a great pity that the County Agncultural or Develop- 
ment Committees have been allowed to be disbanded My notes 
show that one day m March, 1918, at a breakfast of Conservative 
Mimsters at Derby’s which I was mvited to attend with the Prime 
Munster, these questions were discussed and there was complete 
unanimity that some body of people should exist m association 
with the County Councils, armed with considerable powers not 
only to secure good husbandry but to devise plans for improving 
transport facihties and for promotmg agncultural and rural de- 
velopment. There are infimte p>ossibihties of usefulness before 
such bodies properly constituted, and I for one am entirely sceptical 
as to the agncultural population on their own imtiative ever de- 
vdopmg those co-operative systems that are universally acknow- 
ledged to be so desirable The formation of them will have to be 
promoted by some pubhc and authontative body. They will still go 
on sendmg a dozen milk-carts and a dozen men and a dozen horses 
from the same village to the nearest station or town, when a smgle 
hght motor would do the whole of the work m less than half the 
time of one of them. 

The Reconstruction Coimcil spent a long time with repre- 
sentatives from the Board of Trade m exploring the possibility 
of the establishment of a central authority to deal with all trans- 
port questions. Something at least has materialised from the 
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work of that time m the estabhshment of the Ministry of Trans- 
port and m the excellent road-work of Maybury. The Board 
of Trade had a Committee which exammed the question of the 
nationahsation of railways, but it was a half-hearted and timid 
affair. It is fair to say, I thmk, that the general consensus of 
opmion amongst us all at that time was m favour of some form 
of railway nationalisation, but the general disposition amongst 
those who had exammed the subject with care (although some 
men, hke Hichens, never moved, I thmk, far from the pomt of 
pnvate ownership and management) was to look forward not so much 
to national management but rather to a scheme of national owner- 
ship coupled with the capacity to encourage transport develop- 
ment, with the workmg devolved upon operatmg companies It 
IS true that durmg the General Election of 1918 Churchill boldly 
announced that we had decided m favour of ‘ nationahsation of 
railways,' but I never knew what he meant by nationalisation, 
and I do not expect that he knew himself 

As an alhed branch of this transport problem we were con- 
fronted with a most disappomtmg enquiry. Sir Maunce Fitz- 
maunce made a complete report upon what could be done m the 
development of our canal system with a view to developmg the 
canals themselves and having available schemes agamst times 
of imemplojnnent If anyone wants to read a convmcing and 
dramatic demonstration of the results of the happy-go-lucky 
system of the development of transport facihties, he should read 
Fitzmaunce’s report on Bntish canals The vast majority of 
the canals will not accommodate barges of anythmg like a big 
enough tonnage ; even m the few cases where they could take 
good-sized barges the banks are often so constructed that they 
would not resist for long the vibration of self-propelled vessels 
Many of the canals have been constructed m independent sec- 
tions, so that, whilst a portion of a canal may take perhaps a good- 
sized barge, we find that it comes up against a bottle-ne^, several 
miles long, perhaps, of another section of canal of smaller dimen- 
sions, mdependently owned and constructed. Then, agam, the 
water supply for many of the canals is msufi&aent, even if the 
canal were enlarged, to support heavy vessels. With the excep- 
tion of the sjrstem leadmg mto the Severn, that runs through the 
Midlands, the Aire and Calder Canal, and one or two others, it 
was the most disappomtmg document that I thmk I ever received. 
But there was no escapmg from the deadly and detailed truth- 
fulness of it. 

The possibilities of power devdopment as they emerged from 
Mr. Chas. Merz’s Sub-Committee on Electric Power Generation, 
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when taken along with Sir Archibald Wilhamson’s Committee's 
suggestions to the Board of Trade upon the supply of electncity, 
presented a cheenng contrast as to future possibilities m comparison 
with our meffiaent canals. It is true that Electncity Commis- 
sioners have been appomted, but we have only tinkered with the 
subject up to the present. No more practical body of men could 
well be imagmed than those constitutmg the Cod Conservation 
Committee.' There was nothmg of the feather-bramed soaahst 
about many of them They furnished a humihating exposure of 
our lack of the use of science in developmg our own resources, 
and It is to be hoped that some day these vanous reports and 
recommendations will be unearthed and some effectual attempt 
made to give effect to them 

Settlement of Ex-Service Men 

Commg back to land and rural development questions, we 
estabhshed a Panel to deal with land settlement, small holdings, 
rural mdustnes and kmdred subjects, under the chairmanship 
of Sir Leshe Scott, and from October, 1917, onwards, I worked 
hand m hand with Ernie in prepanng a detailed scheme for pro- 
moting the settlement of ex-service men and others after the war 
Our joint proposals were submitted to the Cabinet in April, 1918 
They were referred to a Sub-Committee, under Cave’s chairman- 
ship, consisting of Ernie, myself, Mr, Robert Munro (Secretary 
for Scotland), and the late Mr. Hayes Fisher (Lord Downham) 
Subsequently Captam Pretyman was added, and Long took an 
active interest in our proceedmgs I must confess that when 
I saw the strongly Conservative character of the Sub-Committee 
my heart sank as to the fate of our proposals, for they lacked 
nothmg m their comprehensiveness, and contamed some very 
drastic provisions It speaks volumes for the influences of the 
war that they subsequently emerged m a report to the Cabmet 
with a new system of compi^ry acquisition, where necessary even 
of extensive tracts, for the purposes of gardens, allotments, small- 
holdmgs, housing and otherwise They represented the results 
of nearly twelve months’ hard work by practical men, combined 
with endless references and conferences with local authonties, 
agricultural, labour and other representatives. In the end they 
were as completely and effectually torpedoed as any set of proj’ects 
prepared for the post-war period 

I have reproduced m the Appendix* some of the essential 
features of the scheme in the form of resolutions agreed upon, 


' See Appendix, No. 13. 
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but it is sufl&cient here to relate that there were two governing 
principles, apart from details of legislation and machmery. Our 
first purpose was to provide a scheme whereby small holdings and 
cottage allotments could be steadily and effectually developed 
as, after courses of traimng or upon enquiry, men were found to 
be fitted to occupy them We were imanimous in avoidmg a 
grandiose and spectacular scheme, for every one of us knew how 
these thmgs must of necessity be the subject of progressive and 
steady development and that m the enthusiasm of the moment 
multitudes of men with no previous knowledge or trainmg m 
rural hfe might rush into this class of occupation and thereby 
bnng reaction and disappomtment. 

The second pnnciple was equally important, and I cannot state 
it better than in the terms of one of the resolutions — 

“ That, in view of the present finanaal position, land for this purpose 
should be acquired by County Councils, on long-term leases or m consideration 
of a payment of an annuity based upon an estimate, by a perpetual rent- 
charge to be redeemable at the option of the purchaser and to be guaranteed 
on the County rate, and that cash payment should be permitted for the 
acquisition of the Interest of a tenant ’’ 

It was the violation of this plan of purchase by the payment of a 
perpetual rent-charge rather than by a lump sum payment so care- 
fully worked out and that, m spite of its novelty as a basis of compul- 
sory purchase, obtamed the approval of the Cabmet Committee, that 
led to the lamentable failure we have since witnessed It was certain 
that a system based upon purchase outnght would mean the raismg 
of such huge sums that, as people came to reahse our straitened 
financial position, the movement would be brought to a stop 
We went out of our way to provide against a time of post-war 
reaction by designing a scheme which would enormously diTnimsh 
the capital commitments. In my notes of some of our proceed- 
mgs I see that we were amongst the prophets, for we commented 
upon the possibihty — ^if purchase outnght were the basis of the 
scheme — of a time conung when the operations would be pulled 
up for lack of finance, and we should be found with thousands 
of deservmg and approved applicants all over the country wait- 
mg for the land that had been promised thenf and which they were 
pronounced fit to use. This is exactly what has happened The 
reason is that in the clamour for dramatic thing s at the General 
Election in December, Ernie, with the support of the Pnme 
Mmister, notwithstandmg the report of Cave’s Committee, apphed 
for a grant of £20,000,000 for the purchase of land outnght, and 
It was rushed through To put it bnefly, it knocked the bottom 
out of the whole carefully prepared scheme, for it substituted 



214 POLITICS FROM WITHIN 

acquisition by complete purchase for acquisition on the basis of 
the payment of a perpetual rent-charge Before long, in the follow- 
ing years, the money was exhausted, and although additional 
grants were made, thousands of men who had been passed, after 
a ngid scnitmy, as approved apphcants, were left improvided for. 
These men have received large sums of money m unemployment 
donation, and they have added to the multitude of those whose 
hearts are sore from hopes that have been disappointed Perhaps 
it was good electioneering to earmark the £20,000,000, but it was 
bad pohcy. 

Afforestation 

The story of the afforestation schemes is not quite so dismal 
We have at least got a strong Central Forest Authonty The com- 
plete plans and accurate survey that was made of the land suitable 
for afiorestatioQ are m the Forestry Ofi&ce, and some day, perhaps, 
an enhghtened admimstration will enable effective progress to be 
made We know how our food supphes were imperilled during 
the war by the need for the continued shipment of milhons of 
tons of timber. It is true that we cannot produce what we reqmre, 
under any afforestation scheme, until the time, perhaps, of our 
own grandchildren . but the life of a nation is long, and the trees 
will never grow unless they are planted 

Housing 

Somethmg of what happened during 1917 and 1918 m regard 
to housmg should be told here, although a full account of what 
happened then and the story of our efforts after the war would 
project this narrative too far It has been an unlucky business 
for myself as well as for many others, but most of all for those 
brave fellows to whom we held out such high hopes at the General 
Election of 1918. Some, at least, of our misfortunes are traceable 
to what was done, or left imdone, between July, 1917, and the 
end of the war, although I have no desire to attnbute to them 
any unfair share of responsibihty. When I entered on my duties 
as Minister of Reconstruction, Sahsbury was already at work on 
the subject of Housing with a strong and representative group 
of people, and it was on the basis of their recommendations 
that the proposals I framed were submitted to the Cabinet. Tiic 
story begms m July, 19x7, with the issue of a memorandum by 
the Local Govemmoit Board of an extraordinarily invertebrate 
character. Downham was authorised to issue it by the War 
Cabmet, and the effect of it was that he promised Local 
Authorities "substantial financial asastance in the development 
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of housing provision after the war.” Anyone who knows any- 
thing of local government will recognise that no action is hkely 
to be taken on the mere promise of “ substantial iBnancial assis- 
tance ” some time or other. The very shrewd town clerks and 
officers, as well as the chairmen of most of the comnuttees of 
Local Authonties, are only too famihar with phraseology of this 
character. The result of the circular was a considerable number 
of enquines as to what it really meant, and that, m effect, was 
its only result The Local Government Board appomted a Com- 
rmttee under Sir Tudor Walters to advise as to the character of 
future housmg provision from the pomt of view of construction, 
lay-out and so forth, and the report of Tudor Walters’ Committee 
still remams an exceedmgly valuable pubhc document. Cost 
prevented us durmg 1919 and 1920 from endeavourmg to give 
effect to many of their recommendations, but the report marks 
a departure from old housmg standards, and the standards adopted 
after the war will, I thmk, prevent us ever slippmg back mto the 
crowded and jerry-built ideals of earher periods. 

Sahsbury advised me m August, 1917, that one of the most 
senous difficulties that would anse m providmg houses, whether 
by pnvate enterprise or m other ways, m sufficient numbers, 
would be the scarcity and high pnee of buildmg materials, and 
that it was necessary to lose no time m prepanng agamst 
it I therefore enhsted the services of Sir James Canmchael, 
who had been helpmg us at Mumtions, and, after a good deal of 
persuasion, he undertook to prepare a plan of operations The 
terms of reference and the membership of Carmichael’s Committee 
are shown m the Appendix,^ and, later on, I shall return to the 
fate of his proposals From the very begmnmg Sahsbury and 
his colleagues were emphatic that nothing short of a comprehensive 
plan would be hkely to evoke any effective response and that 
progress would be particularly difficult m rural areas. Their 
report • was available m October, 1917, but the Local Government 
Board objected to its pubhcation on the extraordinary ground 
that it would encourage authonties to do nothmg of themselves. 
At that time I was pressmg the Local Government Board to 
estabhsh an organisation to explore the housmg needs of different 
distncts, to select sites for buildmg, to get forward with plans 
and so forth, for I was very emphatic, as were the whole of my 
advisers, that, unless this prehmmary spade-work was undertaken 

*See Appendix, No. 15. 

• " Housing m England and Wales,” " Memorandum by the Advisory 
Housmg Panel.” Published in 1919 Parliamentary Paper. Cd. 9087 
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before the end of the war» the lack of it afterwards would prevent 
any effectual progress being made for at least twelve months 
Our proceedmgs, I am afraid, developed a considerable amount 
of acnmony, as the followmg extract of my note of a conference 
with Ernie, Downham, Munro and Duke, on November 29, 1917, 
shows clearly enough — 

The whole point of the matter is that* as Hayes Fisher said* all the 
Local Authorities together have not erected on an average more than 5*000 
houses a year The present proposal is that they should be responsible for 
at least 300*000 The pomt that I make is that it will be quite impossible 
with their existing agencies, either for the Local Government Board to satisfy 
themselves or for Local Authorities to advise* where the bouses are wanted* to 
get the plans passed and the schemes sanctioned in time for going ahead with 
the work The Local Government Board apparently think that they can 
do a job sixty times greater than before with three men and a boy 
After our discussion, Hayes Fisher more or less agreed to my proposition that 
the nation* as a whole* will have to be responsible* especially m rural areas, 
if we are to get the Housing Scheme on the way at all.*' 


The proposal of the Local Government Board at that time 
was to try and make arrangements on the best terms they could 
with different Authorities The objection was that as soon as 
ever any mequality arose trouble would come with it, and if, 
subsequently, rural or poor Authonties received better treatment 
than others there would be a demand for a revision of the previous 
bargam. What I was pressmg for was that a certam number of 
Housmg Commissioners should be set to work forthwith on 
ascertauung needs, obtaming sites, preparing plans, etc I am 
afraid our relations became stramed over this issue, and Long 
came in as peacemaker At a httle mcetmg that we had, on his 
mitiative on December 5, 1917, he assured Downham that he had 
worked with me a lot and that I was not a malevolent fellow, 
that the Ministry of Reconstruction had no authonty or desire 
to do jobs itself, but that it was its business to secure the prepara- 
tion of adequate plans. Downham and I got on very much better 
after this, but progress was still prevented by the vagueness of the 
previous promise of finanaal assistance. I am sorry to say that 
during 19x8, notwithstandmg persistent pressure, nothmg was done 
in the way of appointment of Commissioners or in the preparation 
of plans, as had been urged, so that in summansmg the position 
m January, Z919, I bad to report to the Cabmet that for all effec- 
tive purposes we were startmg from scratch, with all the delays 
and difficulties which we bad forecasted in October, Z917. 

The next stage in the development of this subject was in March, 
1918, when the collected memoranda and proposals of all of ns 
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were considered by the Cabinet. The Local Government Board 
then pressed for authority to issue a Circular translatmg mto defimte 
terms the previous offer of financial assistance — the general idea 
bemg that the State should contnbute 75 per cent, of the annual 
deficit, with power to increase it up to a 100 per cent., less the 
proceeds of a penny rate, where the authority was poor. At the 
same time it was proposed that a Bill should be introduced con- 
ferring powers to provide houses upon County Councils. The 
proposed Circular had two clauses which, with the support both 
of Sahsbury and Bonar Law, I contended would render the whole 
thmg valueless They were as follows — 

*• Owing to the financial exigencies of the time and the number of objects 
for wh’ch money will be required by the State, the assistance available must, 
it is feared, be limited in amount as well as in time, and one object of the 
Government will naturally be to secure the erection of as many houses as 
practicable where they are most urgently required 

“ In commumcating their proposals for financial assistance, their lord- 
ships expressly ask that it may be made quite clear that the prease date at 
which the execution of any schemes approved by the Board can be com- 
menced must depend on circumstances which cannot at present be foreseen, 
and that the financial position may be such that it may be necessary to give 
precedence to the more urgent cases even to the exclusion for the time bemg 
of the less urgent ** 

To these proposals I offered the most vehement opposition on 
the ground of their insufficiency It was nght enough to confer 
upon County Councils the power to provide houses, m common 
with the Borough and the Distnct Councils, but, as we knew only 
too well, the mere power to do a thing was very far different from 
the exercise of it My chief opposition, however, was on the ground 
of the two clauses quoted. The followmg extract from my note of 
that day sets out the grounds of this opposition — 

** This means that there Is no obligation for the Treasury to provide facih- 
ties. The whole thing is conditional We have no nght to make state- 
ments which will arouse hopes that may not be fulfilled As it stands it is 
an mducement to delay hopmg for a subsequent fall in building prices 
Moreover, small authorities cannot raise loans without assistance. Further, 
the scheme does not impose any duty upon the authonty It would therefore 
fail to secure the two essentials, prompt provision of houses when and where 
required 

Salisbury's proposals are preferable because they involve — 

** (i) That the State will accept a definite responsibility 
** (2) That a definite responsibihty would be placed on the Local Authon- 
ties 

(3) That the Local Government Board would have power to carry out 
the work and recover the cost from the Local Authonty on 
default 
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" (4) That the Central Authority would be enlarged forttiwith to deal 
speedily and effectivdy with the vast amount of work that will 
be thrown upon it 

*' (5) The Central Authonty would have power to control the capital 
expenditure 

*' (6) That the State, in order to secure economical constraction and at 
the same time give assistance, would guarantee for a penod of 
seven years to make op by subsidy the difierence between the 
rentals received and the outgoings At the end of that time the 
houses would be valued and the Local Authority receive as grant 
the difierence between the cost of the houses and the ascertained 
value Loans at a low rate of interest must be advanced to those 
unable to raise them themselves 

" In order to secure economy the valuation shall be based on the cost of 
building, so that if the place has been extravagantly built the extravagance 
will still exist m the building and would remam a charge upon the authonty 

'* The Government also should have authonty to sanction rents, standard 
of lay-out and design, limiting the number to the acre — 12 m towns, 8 in 
country — and that forthwith organisation should be set up to secure the 
necessary machinery for obtaimng land, preparing plans, and so on *’ 

The result of these adverse criticisms was that the earher of 
the two clauses above quoted was omitted firom the Circular, but 
m view of the fact that the Circular still contamed this majestic 
expression, " Their lordships expressly ask that it may be made 
qmte clear that the precise date at which the execution of any 
schemes approved by the Board can be commenced must depiend 
on circumstances which cannot at present be foreseen,” neither 
Sahsbury nor I antiapated that anythmg substantial would result 
from the Circular, as, mdeed, it did not. 

There was a good deal to be said for the proposed scheme of 
assistance on a 75 per cent basis, as compared with the proposal 
that I recommended with the support of Sahsbury ’s Committee. The 
objection to our projxisal was that a considerable period would elapse 
before the final extent of the Local Authorities' resjxmsibihty could 
be determmed, but it clearly provided that the extra cost entailed 
by prices prevaihng in the post-war period, as compared with the 
cost when seven years had expired, would be accept^ as a national 
charge. It bad also been accepted as suffiaent after many con- 
ferences with representative leaders of Local Authonties. Down- 
ham’s proposal was certainly preferable to the scheme that was 
ultimately adopted, for both his suggestion and nune contamed 
within themsdves incentives to economy. 

No substantial results followed this Circular of the sjiring in 19181 
and the situation remained practically stationary until shortly before 
the dose of the war. The next event was the presentation of the 
report of Camuchad’s Committee on buildmg materials, shortly 
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before the Arnustice With infinite labour and with the co-opera- 
tion of all the branches of the trades concerned, Carmichael and 
his coUeagues had made an mvestigation of all the backyards in 
the country and of other sources of supply of buildmg matenal. 
He created m every district arrangements that only required 
Government sanction for them to begm to function whereby local 
buildmg matenal production orgamsations, in touch with the Local 
Authonties, would have come mto existence. A considerable 
demand for buildmg matenals m other directions was confidently 
prophesied by Carmichad, and m view of the fact that the produc- 
tion of backs m the country would need to be more than doubled 
if sufficient supphes were to be forthcoimng for the housmg pro- 
gramme, with a reasonable allowance for other purposes, his scheme 
provided for our help to finance and foster aaangements for opemng 
up new backyards and for mcreasmg the production of those 
that were m existence As a part of this programme, the War 
Office aaangements had been adjusted so that backmakers and 
other essential workers could be demobihsed quickly. I made a 
passionate fight to secure the adoption of his recommendations 
and was heartily supported m it by Smuts, who had been deahng 
with other demobilisation questions, but the report was considered 
durmg the General Election peaod — with its short cuts and impulsive 
scrappmg of carefully thought-out proposals The programme 
of Housmg was to remam, but the proposals of Carmichael’s 
Committee were consigned to a Committee presided over by 
Eac Geddes (who had then been placed generally in charge 
of the processes of demobihsation at home), and they were 
thrown overboard. Every one of us who knew anything about 
the subject vehemently protested Carmichael was almost m 
tears and prophesied with hteral accuracy what would happen. 
Geddes m those days was plajong the part, not of an econoimst, 
but of a hustler, and deaded m favour of the Mmistry of Mum- 
tions being the suppher of buildmg material, but, unfortunately, 
without mumtions powers of control of costs I have scarcely 
known anythmg which created more widespread disgust than 
this reckless scrappmg of all the aaangements Carmichael had 
made for fosteong local production all overthe country. 

Sir Auckland Geddes, whilst head of the Local Government 
Board, recommended that both my financial proposal and Down- 
ham’s should make way for a simpler one , namely, that the State 
should make good all the losses over and above the proceeds of a 
penny rate. This plan was simpler, but it removed altogether any 
mcentive to economy. 

These were the conditions m January, 19x9, when, being stQl 
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determined to do what I could to promote Housmg, I became 
responsible — ^without Housmg Commissioners and without plans 
prepared or land acquired, without the power to foster the 
production of matenals, and with a financial scheme that contamed 
no penalty upon extravagance beyond what the Central Depart- 
ment could impose through administration. 
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THE STRUGGLE FOR A MINISTRY OF HEALTH 

The General Case— Rhondda's Memorandum — Milner's Cabinet Committee, April, 
1917 — The Sub-Committee's Report — Negotiations with the Approved 
Societies, Local Government Authorities and Medical Men — ^The Poor Law 
Question and the Pledge — ^The Draft Bill before Cabmet — Further Delays — 
Protest to Lloyd George — ^The Home Affairs Committee Stage — Cnccieth 
Visit — Cave's Consultations with Physicians and Surgeons — Recommended 
again to the Cabinet — ^More Postponements — Final Assent— Morant and 
Heseltine— Rhondda — ^Thomas and Kingsley Wood 

T he struggle that went on behind the scenes for nearly 
two years to secure the estabhshment of a Ministry of 
Health is a good example of how difficult it some- 
times is to secure the passage of an efEective reform, even 
when, as in this case, it is supported by pubhc opmion and by 
men of all political parties It was, in short, the struggle of the 
old Local Government Board with its old parochial disposition 
agamst an inevitable and much-needed development. 

From the time of the Insurance Act onwards some of us, par- 
ticularly Morant, Newman and myself, had looked forward to the 
estabhshment of a strong Central Health Agency The apphcation 
of medical knowledge, in so far as it could be apphed only through 
pubhc agency, was laggmg gnevously behmd the advance of know- 
ledge If that knowledge was to be apphed, as it could be, to the 
improvement of the national health and to the prevention of sick- 
ness, it necessitated the gathering together into one directmg agency 
of that medley of health services which was scattered throughout 
Government departments , the Board of Trade, the Home Office, 
the Pnvy Council and the Insurance Commission apart from the 
mam Health Department at the Local Government Board. 

The conditions which had developed dunng the war had im- 
mensely strengthened the considerations which were m existence 
before it occurred, and I do not know that I can express the pomt 
better than by quotmg from one of the memoranda which I sub- 
mitted to the Cabmet later on — 

Without sudi a Ministry we are fighting with divided forces against the 
evils which menace the nation’s health, some of them already upon us, others 
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certain to arise as a result of the war We have to repair the ravages of 
teittle and the dunuushed resistance to disease caused by excessive work 
and strain among non-combatants , we are faced already by a grave shortage 
of hospital accommodation, even for men discharged from His Majesty’s 
Forces . we ought to provide for the harmomous development of extended 
health services for mothers and infants . we ought to be forearmed against 
the spread of dysentery and malaria and other diseases which may follow 
the return on demobilisation of the miUions who have been exposed to such 
infection ** 

The definite movement for the estabhshment of the Mimstry 
began m January, 1917, and, m speakmg of Lord Rhondda, I have 
told how, as a result of our conversations on this subject, he lunched 
with Newman and myself on January 16, and the case for the 
Ministry was put before him Rhondda at once reahsed the impor- 
tance of the idea as an essential prehminary to the progressive 
developments of health pohcy, and m March, 1917, he circulated 
to the Cabmet a paper on " The urgent need for a Mmistry of 
Health ” In the foUowmg April the suggestion was referred for 
report to Milner and Henderson as members of the War Cabmet 
I mj^lf was associated with them, together with Rhondda and 
Sir Edwm Cornwall, Bart., M P , who was then Chairman of the 
Insurance Commission. For some reason which I could not divine, 
Cornwall had become possessed of the idea that a Ministry of Health 
would be inimical to the mterests of the Approved Soaeties under 
the Insurance Act, and our first meetmg resolved itself largely into a 
duel between him and Rhondda on this pomt. Rhondda suggested 
as a compromise that he should take over the admimstration of 
medical and sanatorium benefit only , but this was clearly unwork- 
able Milner and Henderson had no patience with narrow views 
on the subject and insisted on lookmg at it from the point of view 
of health. At an adjourned meetmg Montagu attended with us, 
as Chairman of what was then known as the Reconstruction Com- 
nuttee. Milner, Montagu and Henderson suggested that I should 
preside over a small Sub-Committee and make them a report upon 
the subject from the health pomt of view only. Accordmgly with 
Sir Walter Fletcher, F.R S , Mr F. W. Goldstone, M P., Mr John 
W. Hills, MP., and Mrs Beatrice Webb the case was explored 
again, although it was already pretty famihar to some of us. Thanks 
largely to Heseltme, our S^etary, Milner received the report of 
the Sub-Committee on May 14. Cornwall made a vigorous onslaught 
upon us again ; be was obsessed with the views of a small section 
of mdustnal soaeties and neither he nor they had given the case 
full omsideration, as the sequel showed. After a second meetmg 
on Blay 23, Milner decided that he had heard enough and sent 
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forward otir report to the War Cabinet, endorsing our recommen- 
dations in toto. 

The scheme, therefore, with definite recommendation behind it 
had now got as far as the Cabmet, and I used my best efiorts to 
secure its consideration. It came up early m June, but Lloyd 
George was so much impressed with the case urged by Comw^, 
that he decided to adjourn it until he himself had seen a deputation 
of the Societies. From June to September the subject sim- 
mered, and Morant made it his busmess to put the case before 
the representatives of the Societies. By October I think even the 
small section who were reported to have objected began to reahse 
the obvious truth that anj^hmg which went to dimmish sickness 
and to promote the good health of their members, so far from 
impenllmg their funds, would strengthen them. On October 11, 
Lloyd George received a deputation of the Insurance Societies, 
with Cornwall, myself and some others, and it was evident that 
for the first time they became aware of what the case really was. 
At the end of the meetmg Sir Kmgsley Wood, M.P , came to me 
and asked me if I would try and negotiate an agreed Bill. Nothmg 
could have been more welcome, but it was necessary to be assured 
m advance that the body with whom I was to negotiate fully repre- 
sented the Societies They therefore arranged for a body that 
was given full authonty to negotiate with me on behalf of all the 
Approved Societies, and the Rt. Hon. J H. Thomas, M P , was 
appomted Chairman This was the position when Bonar Law 
rephed to Dillon m the House of Commons, on October 18, 1917, 
that — 

'* The vanous difficulties, needed to be provided for in the establishment 
of a Mimstry, had not reached any widely agreed solution, and that so long 
as this was so it was not possible to undertake to introduce a Bill 

But he added that — 

' Steps were bemg taken which would, he hoped, secure substantial 
agreement amongst those who were actively engaged m the work of national 
health ’* 

My meetings with the representatives of the Insurance Societies 
began in November, 1917, and continued at mtervals until nearly 
the end of March, 1918, when final agreement was reached The 
Insurance Soaeties have often come in for a good deal of criticism, 
particularly from medical men, but I can honestly say that I have 
never conducted a complicated negotiation with any wider-minded 
or more public-spirited body of men. They were naturally anxious 
that their funds ^ould be safeguarded. On this there was no 
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difEiculty, and the delays that occurred early m 1918 were not on 
their account, but owing to the necessity of my obtaimng from the 
Government a defimte pledge as to its attitude on the health ser- 
vices attached to the Poor Law. 

A Committee on the Poor Law, under the Rt. Hon. Sir Donald 
Maclean, had been arranged for and was on the eve of appointment 
when I became Minister of Reconstruction. Their business was 
to — 

** Consider and report upon the steps to be taken to secure the better 
co-ordination of public assistance in England and Wales and upon such other 
matters affecting the system of local government as may from time to time 
be referred to it *’ 

They reported * m December, 1917, whilst the negotiations with 
the Societies were bemg conducted, and one of the most important 
of their recommendations was that certam health services should 
be transferred from the Poor Law to other authonties, with a view 
to the consohdation and improvement of health services and their 
removal from Poor Law considerations The Societies wanted to 
know not only what the functions of a Ministry of Health would 
be but how it would stand in relation to the Poor Law For this 
purpose, Heseltme prepared a memorandum showmg all the present 
pubkc health services and who performed them. There was no 
substantial difference of opinion for long about most of them or 
to what ought to be done, but the Soaeties vehemently objected to 
be assoaated with the existmg Local Government Board because, 
they contended, it was so much dommated by Poor Law considera- 
tions, and their consent was made conditional upon some satis- 
factoiy assurance from the Government of their intention to separate 
health services from the Poor Law. A good deal of my time during 
January and February, 1918, was occupied in getting this pledge 
mto precise form and secunng the consent of the Prime Minister 
and the Cabmet. In the meantime. Sir Franas Liddell, Mr. M L. 
Gwyer, C.B. (now the Legal Adviser to the Ministry of Health), 
with the assistance of Morant and Heseltme, went ahead with 
the preparation of a draft Bill. 

The pledge on the Poor Law was in the foUowmg terms as 
quoted by myself m mtroducmg the BUI for the first time on 
November 7, 1918 • 

" 1 am authorised to say that the Report of the Local Government Com- 
mittee, prended over by Sir Donald Maclean, on the transfer of functions of 

* Published Jan , 1918, C D 8917 Price 3d . H M Stationery Office 

* Parliimentary Pfocstdtngs, VoL 110, 1918, col. 3340. 
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Poor Law Authorities in England and Wales has been carefully considered 
by the Government, and that the Government accept the recommendations 
of the Committee, that all services relating to the care and treatment of the 
sick and infir m should not be administered as part of the Poor Law but should 
be made a part of the general health services of the country, and that the 
Government regard it as a matter of urgency that effect should be given to 
these recommendations as soon as possible . . 

The pledge was again embodied m the proceedmgs on the Mmistry of 
Health Bill, m 1919, and constitutes, I am afraid, one more of the 
proimses of the General Election Mamfesto of 1918 which were 
not made good. 

There were two other influential organisations with whom I 
had to discuss the subject and try and amve at an agreement , 
they were the representatives of the Local Government Authonties 
throughout the country and of the Medical Profession At the 
begmning a good deal of suspiaon was entertamed by some of the 
representatives of the Local Authonties at the mclusion of Insur- 
ance, and a meetmg with them at the Local Government Board 
on Maternity questions early m January revealed that some mflu- 
ential men in that department did not discourage this disposition 
Notwithstanding this, and mainly owmg to the good offices of 
Hobhouse and Sir Robert Fox, a body representmg the County, 
Borough and Distnct Councils was got together charged to 
negotiate with me, and when it came to discussmg the matter 
on its merits we amved at an understandmg with surpnsmg ease. 
The same can be said of the representatives of the Bntish Medical 
Association A part of the arrangement was that Standmg Advisory 
Comimttees to the Ministry should be formed to secure that the 
Mmister was kept m touch with informed outside opmion I have 
always been a strong supporter of the general idea of associatmg 
such bodies with Government departments, for they constitute one 
of the best safeguards agamst the Mmister or the department 
becommg too much dommated by departmental considerations and 
losmg touch with outside opimon. 

The discussions with these three groups progressed so satis- 
factonly by March, 1918, that a draft of the proposed Mmistry of 
Health BiU and a memorandum explammg if and reporting that 
agreement had been obtamed was circulated to the Cabmet. At 
the same tune I was able to report the concurrence of the 
associated Government departments, although I am afraid that the 
Local Government Board, with no option but to concur on merits, 
dishked the proposed amalgamation as much as ever. About this 
time, however, I was called upon to secure understandings on the 
provisions that would have to be inserted with regard to Scotch, 
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Insh and Welsh conditions, and by the aid of Apnl this had been 
accomplished It was also agreed, on the fnendly suggestion of 
the late Sir Norman Moore, Bart , President of the College of Physi- 
cians, that I should discuss the matter with a umted Committee 
of the Royal Collies of Surgeons and Physicians and of the Society 
of Medical Officers of Health. 

From Apnl to Jime, 1918, the proposal was on the agenda of the 
War Cabmet and two of my colleagues with strong Local Government 
Board affinities lacked no mgenmty in bnngmg forward good reasons 
for Its postponement. The subject altogether had now been before 
the Cabmet for more than twdve months ; mdeed, twelve months 
had elapsed smce the proposal had been strongly recommended for 
adoption by a Committee of the Wax Cabmet, under the chair- 
manship of Lord Milner It had been adjourned, first on one 
occasion and then on another, for me to bnng forward evidence 
that, first this, and then that body of interested persons had been 
satisfied There had been no objection m pnnaple from anyone, 
and, long before Jime, I was bemg constantly approached by repre- 
sentatives of the Local Authorities, of the Approved Soaeties and 
others to know when a decision was Ukely to be amved at, for 
those who had appomted them to negotiate with me were naturall> 
anxious to know what had resulted In a followmg chapter I shall 
have to say somethmg of the method of conduct of Govemmenf 
busmess dunng this time, but an outburst of mine over the repeater 
postponements of this question, together with others, was contamec 
m a letter to the Prime Mmister on June 5 The letter explam 
Itself, and is as follows — 

June 5. 

Dear Prime Minister, — 

I am well aware that your mmd is rightly occupied wit 
great problems connected with the conduct of the war As yo 
know, I have at all times sought to be as helpful as I have ha 
any opportumty of bemg in connection therewith. 

But you are our Chief Mmister, and, as such, hold respons 
bihty for the proceedmgs and pohcy of the Government, wheth 
at home or abroad 

At your request, I have undertaken a big task which is : 
honour to anyone and a great joy to me, provided I am able 
get on with it. 

The difficulties ari^g out of the war unfortunatdy are n 
confined to the field of battle. They exist in great numbers 
home and require to be dealt with. If the members of the W 
Cabinet have their time and mind so occupied that they cann 
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attend to vital matters at home, it does not, m any way, detract 
from the importance of these matters, but it does mdicate that, 
as a Government, our machmery is madequate I have pomted 
this out many times dunng the past twelve months, and I propose 
— if only as a final effort — to submit, separately from this letter, 
a memorandum on the subject. 

The action, however, which you took m the full Cabmet on 
Thursday last m connection with the Mmistry of Health Bill was 
unfortunately only the last of a number of somewhat similar kmd, 
and it compels me to enquire, m connection with the work on which 
I am engaged, whether I can look to you for sympathy and support, 
or rot. 

The consideration of this particular matter was postponed for 
the fourth tune, and, m this case, after it had been accorded, at 
the express duection of the War Cabmet itself, the second place 
at a meetmg specially called to deal with the busmess of the 
Agenda. 

This proposed Bill deals with a vital matter which ought to 
be arranged before the end of the war It represents months of 
negotiations and final agreement with representative and important 
bodies ansing, apart from the importance of the subject itself, out 
of pledges which you yourself made both to Lord Rhondda and to 
the Deputation of Insurance Societies and Committees which met 
you towards the end of last year. I am confident, moreover, that 
the proposals would command widespread pubhc support The 
departmental obstruction to them comes only from a department 
which, in my view, is perhaps the least helpful of all our depart- 
ments — either to you personally as Prune Minister or to the Govern- 
ment as a whole 

I will not, however, deal m this letter with wider questions, 
notwithstandmg that the experiences of the last six months, m 
connection with Housmg, Registration, Home Rule and other 
matters, offer temptmg opportumties for domg so. 

Thmgs are now heapmg up m such a way and so many matters 
are nearly npe for deasion that — ^with what, I am afraid, I must 
characterise as the brusque treatment which I received from you 
on Thursday last — I am compelled to enquire what hope there is 
of my bemg able to deal with them. With a substantial measure 
of support from yourself, this can be done — ^without it and without 
the possibihty of obtaining the consequential decisions, there is 
only muddle and disappomtment before us, and the loy^ support 
which I have always endeavoured to afford you will become of 
no avail. 

I should do less than either duty or sdf-respect required did 1 
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fail to tell you of these things without delay and sohcit from you 
an expression of your views and intentions on the subject. 

Yours smccrely, 

Christopher Addison. 

On Lloyd George’s return from France the following day he 
sent for me and we had a long conversation on many matters beside 
the Mmistry of Health. That subject is referred in my notes as 
follows — 


“ . As to my own affair he was exceedingly friendly and not In the 

least offended at my letter I told turn that, not for a moment did I wish to 
take his mind off war issues, but that be had given me a very big job to do 
and I was entitled to look to him for support in getting it done , that I wanted 
his support m the mam issue of the Health Bill and other matters, and, whilst 
the war is — and must be — the dominatmg issue, he ought to be careful not 
to leave his friends without support He promised me, without reserve, 
unqualified support, on the condition that I would not expect him to devote 
bis own nund to these issues, which, of course, I never contemplated, but I 
pointed out to him in the long talk we bad, and he concurred, that we must 
have a body of men to consider m a methodical way home affairs , other- 
wise, we were only beapmg up difficulties for oursdves " 

My protest of June 5 led to the formation of the Special Cabinet 
Committee to deal with home affairs, and this mark^ the opemng 
of another section of the Mmistry of Health story The proposals 
now had to be thrashed out m another Cabmet Committee, and 
they reached the Agenda of the Home Affairs Committee on July 9 
After considerable struggle, with the help of Munro, Fisher and 
Roberts, I got it arranged that spiecial meetings should be held 
to deal with it, but no substantial progress had been made until 
July 23, when another senes of conferences was interjected into the 
proceedmgs, and Cave, as Chairman of the Home Affairs Committee 
deaded to receive a deputation of the Royal Colleges of Physiaan< 
and Surgeons, and had promised, apparently, that they shoult 
have the opportumty for discussmg the draft of the Bill before 11 
was proceeded with, and the deputation was not hkely to matenalisi 
before the end of August 

Another shot m the locker of the opposition was to brmg u] 
Auckland Geddes, who was Minister of National Service, to objec 
to the jR-ovisions relating to research on the ground that it shoul 
be Imperial and not National They had evidently badly coache 
him, for when he found that we had already met his pomt in advanc 
by putting the Medical Research Committee under the Pnv 
Council with the deliberate mtenti<m of keepmg it clear of depan 
mental considerations and freely able to work for the Colonii 
Office, the War Office, or anyone else on any question likdy i 
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need research, whether at home or in the Dominions, he imme- 
diately withdrew his objection It was becotmng too late m the 
year to think of passmg a Bill through Parhament, so that I pressed 
for permission to have it formally mtroduced under the ten mmutes’ 
rule m order that its provisions could be made pubhc and the 
Government committed to it I then had to meet opposition on 
the ground that no such Bill as this had been mtroduced imder the 
ten minutes' rule, but I found that Long himself had mtroduced 
the Representation of the People Act under the ten mmutes* rule, 
and the objectors had then to set about thmkmg of somethmg 
fresh After three meetings m the last part of July and on August 
2, the Bill passed through the Home Affairs Committee and was 
recommended to the Cabmet, subject still to its fnendly reception 
by the Conjoint Committee of the Medical Colleges and any unlooked- 
for incidents 

Durmg the month of August I paid a visit to the Prime 
Mmister at Cnccieth, and Milner was a fellow-guest. From the 
very begmning Milner had given the proposal his hearty support, 
but the Prime Mmister expressed his desire to hear what Lord 
Dawson of Penn (then Sir Bertrand Dawson) had to say about 
it We got hold of Dawson on the telephone and he amved on 
the evenmg of August 22 m company with Milner and Hankey 
I had not previously had opportumty of discussmg it with 
Dawson, but he proved to be as keen as Milner and myself, and, 
thanks to his good offices and to that of Mr F G Hallet, the Secre- 
tary of the Conjomt Board of the Royal Colleges of Physicians and 
Surgeons, I was able beforehand to supply the proposed deputation 
with all the matter they wished to consider before meetmg Cave. 
As I fully antiapated, the opposition to the measure received no 
support whatever from the deputation of the Royal Colleges , on 
the contrary, m very courteous terms, they hmted that it was a 
wonder that the Government of the coimtry had not done this 
land of thmg before 

This was the last stage m the proceedmgs before the Bill was sent 
back once more to the Cabmet On Wednesday, September ii, after 
a report of the deputation from the Royal Colleges, the proposed 
Order m Council, the Poor Law Declaration and the di^ of the Bill 
were all formally approved by the Home Affairs Committee. By that 
time I beheve every one of my colleagues had become as irritated and 
impatient with the prolonged delays and pettifoggmg obstructions to 
which the proposal had been exposed as I had myself. A recurrence 
of postponements at the War Cabmet occurred durmg October, and 
the responsibility for them must attach to Lloyd George The 
category of things postponed by that time had become a very large 
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one, and highly dangerous so far as critical demobilisation questions 
was concerned The story of the spmted and dramatic events 
of those weeks must be taken by itself m a separate chapter. 
As a result of the action which will be then descnbed, it was 
possible at last to get decisions on this and many other matters 
Bonar Law had been one of the most consistent supporters of 
the proposal from the time that his early nusgivmgs had been 
removed, and the fact that there was not, and mdeed never 
had been, any efiective or reasoned opposition, did much to deter- 
mme his action on November 4, when he sent for me and told me, 
on behalf of the Prime Minister, that the Ministry of Health Bill 
was agreed to and that I was to mtroduce it m the House of Com- 
mons under the ten mmutes' rule, on Thursday, the 7th, 

A year and eight months had elapsed smce Rhondda had sent 
m his memorandum on “ the urgent need for a Ministry of Health ” 
The difficulty had not been with people outside it had been purely 
mtemal. There was no discordant or hostile criticism m the House 
of Commons or m the Press 

On Friday, November 8, Lloyd George sent for me to talk 
over pohtical issues and men. He asked me if I should like to 
be Health Mimster, and I said that I should He thereupon 
undertook that if the Government was still m power, I should 
mtroduce a Health Bill at the beginnmg of the next year and be 
appointed to that office The last words of my note of that day 
are these — 

“ I hope, therefore, that this great matter is at last on the way to fulfil- 
ment " 

There are two men mside Government circles who should be 
mentioned, for they did far more than anybody else in hclpmg me 
to pilot the proposals through the almost mterminable senes of 
negotiations. They were Morant and Heseltme Many and many 
a time Morant was mdmed to despair. He said more than once 
" You will never get it through, Addison ; they will be too many 
for you ” But, whenever any fresh obstacles were encoimtered 
and had to be overcome, Morant would work hke a slave. His 
mgenoity, his knowledge and resource were unbounded. It was 
due menu to him than to anyone else that we received the whole- 
hearted ccmfidence and support of the Approved Societies under 
the Insurance Act. He Imew local government through and 
through, and of course he had all the intricaaes of insurance at 
his fingers' ends. He was fiercely resentful at the pettifogging 
opposition we often encountered. There is no man that I have 
ever known in the public service udio took a larger-minded view 



THE STRUGGLE FOR A MINISTRY OF HEALTH 231 

of the real fonctions of the public service. His dominant motive 
was to devise an agency which gradually would enable us to apply 
knowledge m the prevention of sickness and disease. Morant was 
a great man. 

The other man, Michael Heseltme, now Assistant Secretary at 
the Mmistry of Health, had, I beheve, as wide a knowledge as 
Morant himself, although, of course, he had not the same com- 
mandmg position m the Public Service. As an mgemous drafts- 
man he IS one of the most skilful. When he let himself go he was 
delightfully caustic over some of our opponents , but nobody at 
other times was a better example than Heseltme of the truth that 
silence is often one of the most potent mgredients of successful 
diplomacy. 

Rhondda’s work at the Mmistry of Food, and afterwards his 
illness, prevented his takmg a very active part m the proceedmgs, 
but I should hke to quote the last letter that he ever wrote to me, 
because it relates to this subject. It is as follows — 

Llanwern, 

Newport, Mon. 

May 16, 1918 

My dear Addison, — 

I have now had an opportumty of readmg the Draft Bill 
for the creation of the Mmistry of Health. I entirely agree with its 
provisions, and for what my opmion is worth, I consider it a very 
well drafted measure The omission of the words " and Local 
Government ” m the title and the proposal for an Advisory Council 
are both very sound. 

You are most welcome to tell the Cabmet that the measure in 
its present form has my hearty approval, and with some knowledge 
of pubhc feehng m the matter, I am satisfied its passage mto law 
would be a most popular act on the part of the Government, 

With every hope that you may succeed m gettmg Government 
sanction for its early mtroduction. 

Believe me. 

Yours very faithfully, 

* Rhondda 

There were two men outside the circles of Government who 
were foremost m helpmg us; they were, J. H. Thomas and 
Kingsley Wood. J. H. Thomas was largely responsible for 
ralljong and rendenng vocal the strong support which the 
proposal needed m Labour circles, and once the case had been 
clearly put forward, Kingsley Wood threw himself heart and soul 
mto supporting it amongst the powerful Approved Soaeties. I 
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very much doubt, in view of the determined and skilful opposition, 
or rather obstruction, which the proposal met in Government 
circles, whether it would have been possible to secure acqmescence 
for it when we did, had it not been for the strong body of outside 
support that these gentlemen did so much to mobihse. 

It will be many years before the soaal consequences of the 
pohqr embodied m this Act can possibly be manifest. The con- 
sequences of the State taking dtrect concern m promoting the 
he^th of the people will exerase its mfluence imperceptibly and 
m a thousand directions. As knowledge advances and the arts of 
its apphcation improve, the potentiahty of pubhc service before 
the Ministry is incdculable The health of a child or of a grown-up 
person is no side-show in its life It is a continuing and con- 
trolhng factor, and the overt recogmtion of this truth by the State, 
whatever may be our blunders and difl&cultics in seeking to apply 
it, will come to be regarded like so many other thmgs that are 
mtnnsically of the greatest importance People wiU say, like 
the deputation from the Royal Colleges " Why was it not done 
before ^ ’’ 
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MILITARY ISSUES AND POLITICAL RELATIONS 

IN 1918 

Ministenal Discontents — Need of Changes in some Commands — Asquith's Attack 
on the Versailles Decision — Its Pohtical Effect — Summary of Events leading 
to the Versailles Decision — The Mihtary and the Civil Power — Wilson and 
Rawlinson — The Maunce Debate and its Effects — Demands for a Post-war 
Programme— Guest Hope of avoiding a Liberal Spht — Government 

Weakness and Indecision — Vacillations over Ireland — A Summary of Pro- 
ceedings — Long's Committee — Indeterminate Results — The Two Post-war 
Programmes of July — Drift and Indecision till October — The Question of an 
Election— The Register — Downham's Resignation — ^The Election of December, 
1918 

T he events of the war during 1918 were controlling influ- 
ences on national pohcy as they had been before , m 
many cases they detemuned the issues themselves and 
always imposed kmitations upon what could be done 
concermng them Certam madents of an adventitious character 
connected with war affairs were unnecessarily projected mto our 
pohtical relationships, especially between Liberals, and they had 
an important share m shaping the course of future events They 
had their ongm in Army Staff questions m February, and their 
issues in the dramatic events that followed from the openmg of 
the German offensive at the end of March. 

A good many of us outside the War Cabmet were very critical 
of what we regarded as a lack of firmness m dealing with meffiaency 
in some of the commands. The conduct of the ofiensive in the 
autumn of 1917, persisted m so long through the slush and mud, 
with so great a sacrifice of life and with such very mconsequential 
results, made us very restive at the continuance of some men in 
commands It was overwhdmmgly obvious that there were plenty of 
officers with brams and abihty m the Army, if they had their ch a nce, 
but the stupid handling, for example, of the tanks m the autumn 
operations and the frmtlessness of an enterprise from which we 
been encouraged to expect so much, made many of us impatient 
with the War Cabmet, as the month of January was shpping by 
and the changes were not effected. 

Suggestions have been made from tune to time to the effect 
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that the War Cabinet or the Prime Minister sought to dictate the 
plan of mihtary operations. So far as I know, they never had any 
vestige of foundation, and the procis-wrbal of the conferences at 
Versailles and elsewhere efiectu^y seem to dispose of any such 
suggestion The contention of the so-called Westerners that the 
issue of the war would only be deaded by the defeat of the enemy’s 
mam armies was httle more than the assertion of a fairly sdf- 
evident axiom, but in view of the experiences of the offensive 
of the autumn of 1917, we were all very critical as to the methods 
that were bemg adopted to give effect to this essential purpose. 
With the reports of the proceedmgs before us, there was, I beheve, 
complete unammity of opimon amongst us that Haig ought to be 
better served m some of the important commands The obvious 
defiaenaes m the process of foUowmg up after the splendid mitial 
success at Cambrai were suffiaent evidence of the improvement that 
was urgently needed m some of the Staff work, and it was on accoimt 
of the failure to insist on necessary changes that many of us were 
discontented with the War Cabmet m January, 1918 Many of 
the higher commands, and even a great majority of the bngades, 
were filled by officers dominated by pre-war traditions, and we 
were insistent that steps should be taken for making room for 
some of the new men who had proved their worth 

On January 17 some of us who were outside the War Cabmet 
had a lunch together to discuss the question — Churchill, Fisher, 
Barnes, Roberts, Rothermere and mys^ I do not beheve that 
there was any difference of opmion ^at the need of the moment 
was to give men of brams a chance m the higher commands rather 
than to draft additional men into the ranks if they were to 
be used as they had been m the recent autumn offensive We 
therefore unammously agreed to represent to the Prune Mmistcr 
our emphatic opmion as to the necessity of creatmg a number of 
vacancies, both m the divisional and corps commands, so that 
room could be made for younger men who had made good and 
had mainly denved their experience from the new armies If the 
vacanaes existed, we were perfectly confident that the Selection 
Board would make good appomtments. 

The next event was a sequel to the conference at Versailles at 
the end of January that d^t, amongst other thmgs, with the 
disputed question as to the extension of the British Ime and 
agreed to the establishment of an Inter-Allied Reserve, with Foch 
as Preadent of the directing Executive Committee. The attack 
made by Asquith in the House of Commons and his cross-examina- 
tion of Lloyd George in his best Old Bail^ manner 00 February 
12 and 19, were unexpected and unfeotunate lapeea from the stan- 
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dards of criticism he had hitherto adopted. The case against the 
Versailles decisions was as feeble as could be, but it was evident 
that some of the statements m the Press and Asqmth's questions 
m the House could only have been based on information directly 
supphed by disgruntled members of the Staff. It was much more 
a personal issue. The form of the challenge of the pohcy decided 
upon at Versailles was m essence a Staff challenge of the Supreme 
Civil Authorities. If it had been declmed, it would have meant 
that the War Cabinet was to be dominated by great soldiers outside. 
It was no use rendering lip service to co-ordmation, consultation 
and so forth, when for months there had been a failure to reach 
effective agreement as to the length of front the French and our- 
selves respectively should occupy and a complete failure to estabhsh 
any real unity of direction. The govemmg purpose of the deasion 
at Versailles was to atone for divided counsels and dispersal of 
effort, for, notwithstanding our supenonty on the Western Front 
over the German armies, both m nfle strength and m guns, that 
supenor strength had hitherto been meffective The need for a 
body of men, consistmg of the best soldiers that could be found, 
who would be endowed with executive authority over an Inter- 
Alhed Reserve, was just as much an outstandmg need of the tune 
as an improved efficiency m some of the commands. The failure 
to give the Government support on these thmgs — so urgently and 
obviously required and which mvolved no party pohtical issues of 
any sort — had more to do with mtensifymg the subdivision amongst 
Liberals and committmg us to the unfortunate situation that 
characterised the General Election of December than any other 
event, except the ongmal formation of the Lloyd George ^vem- 
ment itself The mtervention of Asquith at this time and subse- 
quently on the occasion of the so-called Maurice Debate m May 
angered the Liberal supporters of the Government, just as much 
as the formation of Lloyd George’s Government itself had embit- 
tered the Liberal supporters of Asqmth. The refusal of Field- 
Marshal Robertson, although he had been a consentmg party to 
the Versailles decisions, to accept the necessary consequential modi- 
fication m the powers of the Chief of the General Staff so as to 
accord with the duties to be attached to the Bntish representative 
at Versailles, his resignation of the post of C.I.C S and refusal to 
serve on the Inter-Alhed Executive, under Foch, was regarded by 
most of us as a challenge to the Cii^ Authonty His final accep- 
tance of the decision and of the Eastern Command did much to 
minimise this impression so far as he personally was concerned, but 
the fact that Asquith had taken a hne which, if it meant any- 
thing, was in favour of a continuance of the former discordant and 
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meSective arrangements was a circumstance of the utmost political 
importance. 

The resistance to givmg practical effect to the decisions of 
VersaiUes. coupled with the mspired Press campaign agamst it — of 
which Repmgton’s article in the Morning Post was perhaps the most 
direct and expheit expression — and the support of Asquith, nearly 
led to some resignations Smuts was then m Egypt and Carson had 
resigned, so that the War Cabmet was as weak as it was at any time 
For effective purposes it consisted of Bonar Law, Milner and Lloyd 
George, The situation also was rendered worse than it would have 
been by the deplorable nususe of the Press on both sides by which 
a vitally important war deasion was turned into a controversy of 
a personal character So far as the Press campiaigns went, there 
was nothing to choose between the two sides the sections of 
the Press that were attackmg Robertson were clearly as much 
inspired on the one side as the Morning Post as champion of 
the Staff view on the other The whole thmg was disgusting and 
deplorable and might well have resulted in fnttcnng away a deasion 
which, as the course of events showed, was as important and valu- 
able as any that had been taken during the whole course of the 
war It might easily have resulted m some lame and impotent 
compromise, dictated, not by the ments of the case, but by piersonal 
considerations. 

In order to appreaate the situation it is necessary to make a 
small departure from the general scheme of this book by giving 
a short summary of the events that had led up to it In June, 
X917, Wilson, as the Head of the Bntish Mission at the French 
G H Q , gave a serious warning as to the state of the French Army, 
and warned us that, m view of the comparative strength of the two 
armies, they were feeling that they were bemg called upon to occupy 
an unfair proportion of the front, and that we should be asked 
before long to take over more of the Ime In July, as a report of 
M Abel Ferry showed, the feehng was general throughout the French 
armies, and Ferry went so far as to talk even of senous discontent 
and a movement towards peace Wilson advised us that when 
France " asks us later on to take over many miles of her front, we 
must do so with as good a grace as we can " M Painl^ve raised the 
question as an urgent one at a conference at Boulogne on September 
25. Haig had previously contended that m view of his proposed 
autumn offensive he must keep his troops behind his own front, 
and now that operations had begun, the need was greater. Foch 
at that time did not appear to look for very great results from 
Haig’s offensive, and I am afraid that a good many of us at home, 
deeply impressed by the failure at Cambrai, were not very hopeful 
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either Haig, however, took the point that aggressive movements 
had now come to depend most of all upon the efficiency of the 
Bntish troops, and m October he reported that “ neither the French 
Government nor the Mihtary Authorities will venture to call on 
their troops for any further great and sustained offensive efforts, 
at any rate before it becomes evident that the enemy's strength 
has been definitely and finally broken ” In view of the r 61 e destmed 
to be played by the Bntish troops, he objected to takmg over more 
of the French Ime, and he was supported m his objection. Haig 
and Petain could not agree on the subject at that time, and, on the 
visit to London m October of Paml^ve, Franklin-^uiUon and 
Foch, Franklm-Boullm urged the necessity of a meetmg between 
the two Pnme Mimsters, Foch, Robertson, Petam and Haig to 
deal with it. The pressure of the French for relief and for labour 
for the harvest operations of next year was very persistent, but 
Haig had in mmd that there would be a further vigorous offensive 
m the spnng of 1918 apart from the needs of the autumn ofiensive 
The differences on this subject infiuenced the discussions m Novem- 
ber in favour of the estabhshment of the Council at Versailles 
Lloyd George also, m general support of Haig’s reluctance, urged 
that the whole thmg must be conditional upon an understandmg 
as to the future course of operations Haig’s difficulties at that 
time were added to by the Austrian mvasion of Italy and by the 
diversion of French and British divisions for the help of the Italians 
Notwithstandmg this, during November Haig offered to extaid his 
line, and the mihtary representatives at Versailles early m January, 
1918, recommended that the junction of the Bntish and French 
forces should be on the left bank of the Ailette and the Laon- 
Soissons road, but the exact dispositions were to be left to the 
two Commanders-in-Chief At the end of January the Pnme 
Mimster and Milner were authonsed to have full authonty to deal 
with the questions on our behalf, and the mmutes of a conference 
of these two, at the Hotel Tnanon, on January 29, with Robertson, 
Haig and Wilson, show that Lloyd George agreed to support Haig, 
who also reported that he had agreed to extend his front, first to 
the Oise and then to Bansis , and Petam confirmed this At the 
meetmg of the Supreme Council on the foll&wmg day, m view of 
the agreement between Haig and Petam, the time and method of 
extension of the front was left to arrangements between the two 
Commanders-in-Chief, and it was not until February 8 that the 
Cabmet at home knew that the Bntish line had, m fact, been 
extended to Bansis. 

The formation of the Inter-Alhed Reserve and the Executive 
under Foch was considered by the Supreme Council on February 2, 
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and was attended by Lloyd George, Milner, Wilson (as the per- 
manent mihtary representative), Haig and Robertson, and the 
constitution and functions of the mihtary body under Foch that 
was to command the muted reserve were agr^ as follows — 

Resolutums* 

I, The Supreme War Council decides on the creation of General Reserves 
for the whole of the armies on the Western, Italian and Balkan fronts 

2 The Supreme War Council delegates to an executive composed of the 
Permanent Military Representatives of Great Britain, Italy, and the United 
States of America, with General Foch for France, the following powers to be 
exercised m consultation with the Commanders-m-Chief of the armies con- 
cerned — 

(a) To determine the strength in all arms and composition of the Central 

Reserves, and the contribution of each national army thereto 

(b) To select the localities m which the Central Reserves are normally to 

be stationed 

(c) To make arrangements for their transportation and concentration in 

the diderent areas 

(d) To deade and issue orders as to the time, place and penod of employ- 

ment of the Central Reserves 

(e) To determine the time, place, and strength of the counter-ofiensive, 

and then to hand over to one or more of the Commanders-m-Chief 
the necessary troops for the operation 

{/) Until the movement of the General Reserve begins it wih, for all pur- 
poses of disaphne, instruction and administration, be under the 
orders of the respective Commanders-m-Chief, but no movement 
could be ordered except by the Executive Committee 

Neither the minutes of the meeting nor the subsequent pro- 
ceedings lend any support to the suggestions that either Lloyd 
George or Milner was trying to exercise the functions which pro- 
perly attached to a Chief of a General Staff under a Commander- 
m-Chief. They were responsible for general war pohey and they 
had behmd them a number of coUeagues who, whilst enthusiasti- 
cally supportmg the pnnaples of the agreement at Versailles, were 
discontented at the contmuance m command of some Generals of 
very questionable effiaency ■ 

It therefore became the duty of the Government to give effective 
shape to what had been agreed upon at Versailles, and at the time 
of Asquith's attack on Tuesday, February 12, on the Debate on 
the Address the arrangements were still incomplete. Who had 
coached him up, 1 cannot say, but so far as his speech went, if it 
meant anything, it was an objection to the Executive established 
under Fo^. Asquith was all m favour of co-ordmation, but it 
appeared that as soon as the cc^ordmating body was to be able 
really to co-ordinate, then it became subordination. So far as I 
have evar been able to understand his case, the body undo* Foch 
would have been paralysed from the start. No sooner had the 
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conference of the Supreme Coimcil been disbanded than ail sorts 
of reports and nusgivmgs began to find their way mto the Press 
In order to give authority to the British representative on Foch’s 
executive, some modifications were necessary m the powers of the 
Chief of the Impenal General Stafi at home. For a time both 
Curzon and Robert Cecil were disposed to be hostile to the arrange- 
ment and to support Robertson's objections to the modification 
of the powers of the Chief of the Staff, as proposed m the new Army 
Council Order, and the whole thmg at the time of the Debate was 
still m the meltmg-pot. Two days later Robertson declmed to 
accept the offer of Chief of the Impenal General Staff with the 
modified powers, or the position of our representative on the Ver- 
sailles Body. On the previous Saturday, however, Haig had paid 
a visit to England and was reported to have agreed with Lord 
Derby as to the new modified powers, though it did not appear 
that this agreement and its sanction by the Secretary of State was 
generally known until the followmg Thursday. After Robertson’s 
refusal of the offer at Versailles the post was offered to Plumer, 
and he declmed it, and on the Fnday Robertson’s opposition appears 
to have received further support from Haig who suggested a visit 
for further discussion of it. Dunng the whole of this time it was 
perfectly evident that the opposition was being dihgently coached, 
and I think most of us were fully convmced that it had developed 
mto a concerted mihtary attack upon the avil authonty How- 
ever, on the Saturday, the matter was brought to a head ; Cabmet 
misgivmgs ceased, Wilson was appomted C I G S., and by the 
followmg Monday Robertson had accepted the Eastern Command, 
Rawlmson had been appomted to Versailles, and Haig had loyally 
accepted the decision. The pubhc discussion of this affair was an 
undisciplmed and unworthy performance, and 1 think the character 
of It as it developed dunng the week followmg the Debate m Par- 
hament had as much to do m consolidatmg Ministers m a resolve 
to give rapid and immediate effect to the Versailles deasion as the 
nghtness of the decision itself. The whole madent would have 
had no pohtical effect had it not been because of the open and 
active support that it received from Asquith, and the sequel on the 
occasion of the Maunce Debate m May str&gthened it 

Whatever may have been its pohtical effects, its mihtary results 
were splendid and are wntten in history. In Wilson and Rawlm- 
son we had, I thmk, the two soldiers who, for disaplmed and saen- 
tific outlook, stood out as pre-emmently fitted for the posts allotted 
to them, and the association of them with Haig as Chief in executive 
command was an ideal combnation. Rawlmson always struck 
me as the most far-seeing of all our Army Commanders : I cannot 
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pretend to have had many personal deahngs with him, but I remem- 
ber that after long conferences with the Chief Commanders m 
France — whilst on a visit there m 1917, as Mimster of Munitions 
— Rawlinson, although we were only discussmg future plans as to 
the balance of munition requirements, character of men, trammg 
and kmdred questions, seemed to have a blunt, wholesome, sensible 
and strange exactitude, and was able to see further into the future 
than his chief colleagues Wilson had all along taken a view as 
to the character of the German operations for 1918 different from 
,that both of Haig, Robertson and Petam, and Foch had agreed 
with Wilson Petam had antiapated a threefold German attack, 
and his dispositions were made accordingly His antiapations 
were that the attacks would be on Haig, m the Cambrai distnct 
and on the French m the Champagne and towards Verdun 
Even for two days after the opemng of the German offensive on 
our Fifth Army he still clung to his previous view so far as the 
likelihood of an attack m the Champagne was concerned. The 
disastrous effect of the attack upon us at the end of March was 
undeniably increased by the dispositions made to meet these mis- 
taken antiapations No effiaent reserve under Foch’s Executive 
had been formed at that time and it meant at least three or four 
days* delay m brmgmg up the reserves There were still, m fact, 
two armies — not one. Wilson had prophesied a German attack 
with some mnety Divisions, south of Arras, and forecasted the 
necessity of a reserve bemg formed of thirty Divisions to meet 
the blow 

The story of that great offensive, of the wonderful rally of our 
troops and of the mcomparable services of Foch and his Executive 
have been told, and will be retold, no doubt, by those well qualified 
to do so The support of the Amencans and the tnumph of ship- 
pmg organisation that accompanied it, whilst determimng factors, 
did not b^m to exerase a deasive influence until after June and 
nothing could have been more lU-timed than the recuaence of 
a pohtical attack on May 9 Judgment ought to have been 
suspended at that time m the case of those, who, after the calamities 
of the Fifth Army, had been removed from their Commands, until 
we had some breathmg space, for the Germans were still pressmg 
hard upon us and the defence was by no means consohdated 
General Maunce's statements were made use of for a political 
attack when Foch’s reserve was beginning to make itself felt and 
when he and Haig were co-operatmg splendidly in resistmg our 
enemies. It was the worst possible occasion on which to translate 
mihtary events into pohtical controversies. It could not be made 
other than a questum of confidence ; and the aggrieved expressimu 
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which some of the followers of Asquith made use of afterwards, 
complaming that the Government msisted on regardmg it as a 
Vote of Censure, betrayed a lack of a sense of proportion and of 
the real gravity of the circumstances of the time, that is still mcom- 
prehensible. General Maunce’s statements were regarded as 
implymg that the Cabinet had failed to give full support to the 
demands of the Staff Neither then nor smce have 1 been able 
to find any evidence m the records that this was so It was an 
elementary duty for the War Cabmet to require a good case to be 
made out for proposed plans of operations, and we had been sadly 
disappointed more than once Nobody wanted a repetition of 
the Paschaendale performances. At the best, Maunce’s allegations 
might perhaps have provided a fit subject for enquiry afterwards, 
but to make a Vote of Censure out of what Bonar Law or the Pnme 
Mmister may or may not have said in answer to questions weeks 
before was an act of extraordmary pohtical folly and it exasperated 

the supporters of the Government more than any previous mcident. 
• • • • • 

The intensification of political bitterness that these proceedmgs 
provoked is to be traced m the pohtical relations of the different 
parties as they developed dunng the remamder of 1918, but m 
recording them it is necessary to go back a httle from the events 
just referred to 

All through the troubles and disputes over man-power m 1917, 
and despite the contmumg scaraty of food supply, a defimte public 
demand had gradually been developmg that the lessons of the 
war, as reveahng the need for soaal and mdustnal betterment, 
should be made use of hereafter. It is true that war expenditure 
was based upon borrowed capital, but the humaner existence which 
multitudes of people began to have an appreaation of m conse- 
quence of better wages and regular work produced an extraordmary 
consohdation of demand for a progressive domestic pohcy. People 
had seen what could be done when we were dnven to it m the 
presence of an enemy, m developmg improved workmg conditions , 
the advantages of improved education edso, especially on its teclmi- 
cal and saentific side, were promment as never before to the con- 
sciences of a great many of the people. Runnmg through it all 
there was an mcreased assertiveness of democratic forces m work- 
shop and mdustnal organisation, and the events m Russia pro- 
foundly influenced them. 

In a conversation with Lloyd George on January i, 1918, I 
impressed these considerations upon him and urged the need for 
a group of Ministers to be set aside who would have authonty to 
consider such problems. It was not enough simply to talk about 
VOL u. g 
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war policy and war aims ; we must show that we were prepared 
to d^ in an efiecUve and comprehensive way with social needs 
as revealed by the war. The necessity for my suggestion was 
increased by the fact that Lloyd George was contemplating even 
then the necessity of asking Milner to imdertake the War Office 
because of his pre-emment fitness to deal effiaently with Staff 
issues. Milner’s removal from the War Cabmet and from the 
oversight of reconstruction questions would be a senous loss, for 
he seemed to have a readier apprehension of the need for bemg 
beforehand with the reconstruction matters, than any others of 
his colleagues except, perhaps, Carson. Carson, however, because 
of his relationship with the Ulster Members and m view of the 
divisions m the Insh Convention, felt bis continuance m the Cabmet 
to be impossible, and resigned. 

On January 28, Gordon Hewart, Guest, Conway and myself, 
had breakfast with Uoyd George before his departure for France, 
and he concurred m the need for the preparation of a future pro- 
gramme, and suggested that he should have a meetmg with his 
Liberal supporters to discuss the situation. The prospect of any 
general agreement was worsened by the participation of Asqmth 
m the parhamentary attacks already referred to, and on February 
13 Gordon Hewart, Guest and I dined together and concocted a 
letter to Lloyd George urgmg the importance of the estabhshment 
of a Pohcy and Campaigns Committee. But there were divisions 
m the Conservative Party at that time just as much as there were 
amongst Liberals, and the discussions and newspaper campaigns 
associated with the Versailles busmess led to a fairly strong move- 
ment agamst Lloyd George. The odious system of supplying 
newspapers of different sides with senu-confidential stuff that was 
made use of m the development of personal attacks reached its 
chmax of degradation about that time and affected many discon- 
tented Conservatives But it was scarcely possible to be surpnsed 
at anythmg, and there was a meetmg of discontented Conservatives 
to consider what should be done , but with Bonar Law, Balfour, 
Milner and others thoroughly loyal to the Government, and con- 
vmced of the nghtness of what had been done at Versailles, nothmg 
could come of it. There was no alternative leader, and even if there 
had been he would have found himsdf very perplexed if called upon 
to state the reasons of his opposition on anjrthmg except personal 
grounds. 

Very soon the success of the mitial German attack echpsed 
these movements, and there was a markmg-time generally until 
the Maunce Debate of May g After that madent a meetmg was 
called by Guest of some of the chief Liberals, and a strong dis 
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position was numifested to peisist stiU in retaining from any overt 
action that might consohdate divisioiis amongst Liberals. It was 
my own emphatic view that, whether it consohdated divisions or 
not, the Government ought to get out of the region of personahties 
and state d^mtdy what th^ stood for. We could then see who 
was with us and who was agamst us, and my condudmg note of 
the meetmg is in these wcuds — 

** Personally I am not convmced that this is altogether the wisest course 
to take having regard to longer considerations , but it is not possible to 
press objections against the strong feelings of one’s colleagues, especially as 
they admit the immediate necessity of formulating a post-war programme " 

With Liberals, however, even amongst his own supporters, Lloyd 
George’s position at that time was not as strong as it had been 
His lack of decision over Insh pohcy after the conclusion of the 
Convention and the projection into it of the issue of conscnption 
m Ireland as the result of the urgent need for more men after 
the disasters to the Fifth Army, imposed a severe test upon 
the loyalty of many Liberal supporters of the Government, and 
our weakness m that respect was increased by the lack of response 
to the demand for some exposition of the attitude of the Govern- 
ment on post-war aims. Lloyd George was extraordmanly reluctant 
to allow any of these matters to come to the stage of decision. 
The state of the war, of course, dictated the necessity of avoiding 
any provocation of discords, but this state of indeasion was a 
growmg weeikness to the Government. 

Two chapters have already been written on Ireland, but a brief 
outlme of the half-hearted proceedmgs of 1918 should be mterposed 
here as lUustratmg the changeableness of purpose that perplexed 
so many of us Carson resigned early in the year The Ulstermen 
on the Convention were, if possible, more than usually recalcitrant 
dunng January owmg to there bemg some prospect of agreement 
between the Southern Unionists and the Nationahsts, and I gather 
that they did not leave Carson much peace whilst he was in the 
Cabmet. His position was very difficult, and he told me that he 
thought that he would have more mfluence m promotmg a settle- 
ment if he were outside the Cabmet than m it. He was certainly 
very sensible of the importance of there bemg ft settlement if pos- 
sible. Dunng February the proceedmgs of the Convention were 
substantially at a standstill and Lloyd George himself seemed dis- 
posed to tlunk that nothmg could be done. I, myself, mtimated 
to him m strong language — as did some of my Liberal colleagues 
— that an attitude of that kmd would fail to carry our support, 
and at a Cabmet meeting it was agreed defimtely that letters should 
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be sent to the Ulstermen and to the Convention from the Prime 
Mmister emphasismg the importance of an All-Ireland Parliament 
and suggesting that for the safeguardmg of Ulster mterests there 
should be an Ulster Committee with the power of veto on Irish 
l^lislation as apphed to Ulster and power to adopt Bntish legis- 
lation if desured. There was no particular enthusiasm for the 
Ulster Committee suggestion, but it held the field at that time, 
and the letters were approved. 

The weeks trickled on, and at the begmnmg of April we had 
before us the report of the Convention The Government was 
defimtely pledged to mtroduce a measure embod5ang the findmgs 
of the Convention if there was " substantial agreement,” and, 
faihng that, to mtroduce its own Home Rule proposals. It could 
scarcely be said that the findmgs of the Convention represented 
substantial agreement, and there was more than one pnvate meet- 
mg of Liberal Mmisters who were firmly resolved to apply pressure 
for the production of a Home Rule Bill. 

In April, however, m consequence of the disasters m France 
and the urgent demand for extensive enrolments, there came the 
proposal to apply Conscription to Ireland. Duke warned us that it 
would be received with the most vehement opposition, but the under- 
standmg at the beginning of April was, that Conscnption should be 
apphed to Ireland, and that a Home Rule Bill should be passed 
through at the same tune Notwithstandmg our previous solemn 
pledges on Home Rule, the unfortunate position developed that 
Home Rule and Conscnption somehow depended upon one another. 
Lloyd George’s announcement of the proposed apphcation of Con- 
scnption to Ireland on April 9 provoked an outburst and the promise 
of strong opposition, mcludmg that of Asquith Durmg the next 
three days there were conferences between the Liberal and Labour 
Ministers, and on their behalf, I saw Lloyd George on April 12 
and strongly impressed upon him our insistence on proceedmg 
with Home Rule proposals. He agreed to appomt a Committee 
to draft a Bill, and it was appomted the followmg day. Long bemg 
the chaurman, the other members being Curzon, Cave, Duke, 
Chamberlam, Fisher, Hewart, and myself. Following these there 
were two meetmgs of the Committee and we made no headway. 
Cave and Long still saw all kmds of difficulties and objections, 
and the three of us, who were Liberal Members, met and deaded 
not to retreat from our determination to press for the production 
of a Bill, and Duke was thoroughly sjrmpathetic to us. 

On April z6 the Prime Mmister suddenly decided to instruct 
Long himself to draft a Bill and submit it to the Committee I 
made a vigorous protest to him agamst this procedure, because 



MILITARY AND POLITICAL ISSUES, 1918 245 

the understanding was that the Conumttee was to work on drafting 
the Bill, and it was fairer, both to the chairman and to ourselves, 
that we should be m at the mouldmg of it. However, that was 
decreed to be the procedure On the same day we had before us 
a most urgent despatch from Readmg m Amenca representmg the 
strong feelmg that was bemg aroused there agamst the apphcation 
of Conscnption to Ireland and the damage that was bemg done 
to us by the failure to make good our pledges to produce a Home 
Rule Bill and to go on with it. Duke also reported that there 
was a great mtensification of hostile fedmg m Ireland and an 
mcreasmg disposition, m view of the proposed apphcation of Con- 
scnption, not only to resist Conscnption, but to resist a Home Rule 
BiU m the compromise forms hitherto considered. This strong 
feelmg m Ireland was not difficult to understand substantially 
it was on the Imes that Redmond had warned us of so clearly the 
year before It amounted to this — 

We ralhed in vast numbers to the Colours at the beginnmg of 
the war with the assurance of Home Rule, but our recruitmg enthu- 
siasm was snuffed out For the last two years, m spite of all manner 
of specific pledges and the sacnfice of the Nationalist Party m the 
mterests of a compromise that we were assured had been agreed 
upon, we have been presented with a succession of tmfulfiUed 
proimses. Now the only thmg that appears to be certam is that 
you cannot agree upon a Home Rule Bill of any sort but propose 
to force us to fight when you have dehberatdy reframed from 
makmg good those promises which were the mam mcentive of our 
willmgness to do so. 

The lack of consistency mside the Government was further 
manifested towards the end of May by the beginnmg of pressure 
to scrap all our previous promises and to substitute a Federal 
scheme. How anyone could ever persuade himself that we could 
have adopted a Federal system durmg the course of the war I 
have never been able to understand A good many very impatient 
notes of mme show that I regarded it merely as another hare that 
had been started, but leadmg Conservatives m the Cabmet and 
the rest of us deaded to adhere to our decision to go on with the 
Home Rule Bill 

At the end of April, Duke retired and I personally was charged 
to see Shortt to mvite lum to become Chief Secretary, on the specific 
understandmg, repeated by the Prime Minister and Long, that we 
should go on with the Home Rule Bill. Duke was tired of it, and 
there was no wonder. Long was mstructed by the Prime Minister 
to put everythmg else on one side and to go on with draftmg the 
Bill His draft came before us on April 29 and some of its Ulster 
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rfaiwftg w^e strongly objected to by some of us on the Committee. 
On May 3, Churdiill, Fisher, Gordon Hewart and myself agreed 
that we should consistently oppose any Order m Council applymg 
Conscription until determmed progress was bemg made with the 
Home Rule Bill m Parliament. From that time onwards it was 
generally agreed — and, no doubt, mainly in consequence of this 
decision — that it was useless to proceed with the attempt to apply 
Conscnption as thmgs were 

I need not detail the further meetings and adjournments, but, 
early m June, m consequence of his expenences m Ireland, Long 
was disposed to recommend that we do not proceed further with 
the Home Rule proposals. My comment of June 4 is as follows — 

" I am convmced that if, withm a few weeks of our having pledged our- 
selves m the most solemn manner to bring forward Home Rule proposals, 
we now abandon them without the Cabmet Committee even havmg sat down to 
consider m detail the latest draft of the Bill, it would be utterly discreditable ** 

There had been hours of general talk, but an extraordmary 
aversion to gettmg on with the busmess By Jime 19 this process 
of drift — ^with the Prime Minister, I am sorry to say, headmg the 
drifters — made some of us begm to think that, after all, we should 
get nothmg at all unless we tned, notwithstandmg our aversions, 
to get somethmg out of the Federal idea The note of the meeting 
of June 19 that prompted this last despairmg thought is as follows — 

“ The sum and substance of it is that, at the present time we can neither 
enforce Conscnption nor have the pluck to pass a Home Rule Bill that would 
be acceptable I have heard a good many incoherent discussions, but never 
one worse than this " 

All through, notwithstandmg their general aversion to Home 
Rule, Balfour and Curzon strongly supported those of us who were 
for stickmg to our pledge, and, as a result of renewed pressure m 
July, Long's Committee held a further meetmg and recommended 
to the Cabmet, m this order of preference, that we should have a 
Home Rule Bill, 

(1) On the hues of the Curzon, Duke, Addison Bill of last year, 
and, failmg that, 

(2) Lord Long’s proposals of the presrait year. 

Tlus was as far as the subject got m the month of August, 1918. 
It nevCT got any further that year. 

To revert from Ireland to the similar lade of determmation as 
to future pohey Guest and I agam represented to the Prime 
Minister m July the danger of this contmued drift. In consequence 
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of a conversation on July la we had a meeting with some fellow- 
Liberals (whose names had been suggested by the Prune Mmister) 
to discuss once more the question of a programme. They ware 
absolutely solid as to the necessity of Lloyd George takmg a firm 
hne not only on Ireland but on Land Settlement and other ques- 
tions, and of his being able to state a programme m suffiaently 
general terms. I m3^elf was appomted chairman of this meetmg 
and of a Sub-Committee that was then appomted to draw up and 
submit the draft of a programme The draft was submitted to a 
further meetmg on July 19 With immatenal alterations it was 
approved of, and it was arranged that I should bnng it up before 
the Prune Mmister. At the same time, through the co-operation 
of Bonar Law, a number of Conservatives prepared their draft of 
a future programme 

No one at that time knew whether there would or would 
not be a General Election, but the impression left upon most 
of us was, after the Maurice Debate and with a knowledge 
of strong dissension amongst Conservatives, that nobody felt 
any confidence m the contmuance of the life of Parhament 
Some of the more progressive and emphatic of the Conserva- 
tives, hke Lee, were very urgent as to the necessity of trymg 
to reach an agreement over programme durmg the Reconstruc- 
tion penod I think Lee rather hoped that one result might be 
that some of the “ mandarms,” as he called them, would be got 
nd of. Personally I never anticipated that this would result, as 
they were not of the resignmg sort The draft programmes were, 
of course, the subject of a number of conferences, and three days 
later, on July 26, Gordon Hewart, Guest and I submitted the 
Liberal proposals to Lloyd George, and they were generally approved 
by him except that he expressed a wish for somethmg more specific 
on Mmes pohcy Although there was a great similanty m the 
outlmes of the two programmes, Lloyd George still failed to 
amve at an imderstandmg with Bonar Law, and the position of 
Guest, as Chief Whip, with regard to Asqmthian Liberals was 
extraordmanly difi&cult. He still mamtamed the hne of action he 
had persistently pursued for twelve months , namely, to refram 
from takmg any overt action m the constituenaes, and he could 
therefore give no effective reply to the request, made to him by 
Younger, as to who was to be opposed, and b^ whom, m the event 
of agreement on an election. 

There was, however, a general agreement as to post-war recon- 
struction pohcy, and those of us who had been m charge of this 
section of the case could carry it no further It must be detemuned 
by the Chief. Nobody could say who was a friend and supporter 
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and vdio yr^s not in the absence of a definite and public pronounce- 
ment (m general aims. 

Dunng August there was no further determination of the ques- 
tion of an dection. As Minister of Reconstruction I was asked to 
advise on the pomt and my advice was quite defimte. It was, 
that if the war contmued we ought to carry on if Parhament con- 
tmued to give support, but that if there was any doubt as to this 
there should be no hesitation about an election Apart from this, 
whenever hostilities came to an end there should he an election as soon 
as possible 

The holdmg of the election m December, 1918, has perhaps 
given nse to as much acnmomous controversy as the holding of 
any dection. It had been our busmess at Reconstruction to 
examme with detailed care the difficulties that would arise in 
the immediate post-war penod The situation was troublesome 
and often difficult enough as it was, but whatever the result of 
the election might be it was certam that no Government which, 
by its own act, had prolonged its life already three years beyond 
the allotted time and was based upon a franchise far less repre- 
sentative than that which had now become the law, would be able 
to cope with the post-war situation with sufficient authority either 
m the Peace Confer«ices abroad or m the mdustnal sphere at 
home. Some of the special anxieties and considerations that 
pressed upon us will be referred to m the next chapter, but it is 
difficult to beheve that any person possessed of substantial expen- 
ence of pubhc life can beheve that any Parhament so constituted 
would have been able to deal with the difficulties that acquired 
prommence very soon after the war There would have been 
a breakdown of the parliamentary machme before the Peace 
negotiations had been concluded and dunng a time of turmod 
at home. The nght thmg clearly to do was to meike complete 
arrangements for securing votes for soldiers who had not been 
demobihsed and for holding an election on the basis of the new 
register. There was a considerable Press Campaign on the subject 
as early as August, 1917. The Morning Post and some leadmg 
Conservatives, amongst whom Long and Downham were credited as 
being active, were strongly agamst an election, and m this they were 
encouraged by that section of the Press that supported Asqmth 

Those members also of the Conservative Party who can never 
seem to learn anjrthing began pressmg us for a general tanfr pohcy. 
It IS scarcely necessary to say that their advances received no encour- 
agemoit Lloyd George was never more persistently disposed to 
procrastmate than about this frme, and his position m the Cabmet 
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was nothing like as strong as it was in the countiy. If it had been, 
there is no explanation creditable to himself for the delays which 
he contmued to impose on decisions on some matters of pohcy, 
mcludmg Ireland, that had been very pressmg for some months. 
In our conversation at Criccieth on August 22 he recognised, I thmk, 
that an election was probably inevitable, and Dudley Ward and I, 
at his direction, drafted some conditions as apphcable to parlia- 
mentary contests and he expressed his approval of them. At the 
same time we drafted a number of sufficiently defimte statements 
on future pohcy which, it was proposed, he should make at a forth- 
conung speech at Manchester Such statements would have enabled 
Guest to get a clear understandmg as to who were supporters or 
not, and they might indeed, as they were of a thorough-gomg 
progressive character, have done somethmg to promote Liberal 
Reumon 

After this there ensued another penod of mdecision and, so far 
as I had any time for those matters, I did what I could to try and 
get an arrangement arrived at between the leaders, and I never 
could blame Younger (in view of the rapid march of events on the 
war fronts from September onwards) from dechnmg to wait any 
longer before gettmg into definite shape his arrangements for a 
possible election His point not unreasonably was If you won’t 
take steps to enunciate your pohcy, to detemune who are and who 
are not your fnends amongst Liberals, you must stand the con- 
sequences I shall take no further nsks. 

As victories came m Palestme, the Balkans and m France, 
those of us who were employed on demobihsation and reconstruc- 
tion tasks were more and more strenuously employed so that the 
next occasion on which election questions occur m my notes was 
on October 10, when I had lunch with Guest and Dudley Ward 
and found them m the same quandary as before The Manchester 
speech had been duly dehvered, but nothing had happened smce. 
Guest was still hopmg, somehow or other, that there would be no 
Liberal spht and was holdmg his hand On the i6th I had a long 
conversation with Lloyd George on the subject and repeated my 
advice on the question of an election. We had already prepared, 
as a supplement to detailed proposals, an Emergency Armistice 
Programme, because it was pretty evident by then that the end 
was not very far off as the Amencana had coffie into full strength 
I pointed out to Lloyd George that if the German Army broke 
up and Peace negotiations begun and an election was decided on, 
we should find the registration of the multitude of new voters m 
a very imperfect condition Notwithstandmg a good many vigorous 
proddings, the Local Government Board for a considerable time 
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previously had seemed determmed that no undue haste should be 
unparted mto the preparation of the new Register. Lloyd George 
called for a definite statement as to what the position was and had 
the report with him when he was m Pans, from October 28 to 
November 4. On October 28 he sent across a message to Bonar 
Law which meant an immediate change m the Presidency of the 
Local Government Board. Bonar Law and I agreed that his letter 
could not be used as it was, but the result was that Downham 
resigned the chairmanship of the Board and became Chancellor 
of the Duchy of Lancaster 

In the first week of November the issue of the war was certam, 
and a general election was decided upon. Several of us dmed with 
Lloyd George on Wednesday, November 6, and he went through 
the statement of policy to which he proposed to try and obtam 
Bonar Law’s concurrence. 

From that time onwards to the maugural Coahtion meeting 
of Saturday, November 16, events moved rapidly and along the 
usual paths. Up to the evening of our meetmg of November 6, 
attempts had been made (so I was told) by Readmg and Gordon 
Hewart to come to some accommodation with other Liberals on 
the basis that Asquith should become Lord Chancellor and certam 
of his other colleagues should enter the Government I was not 
cogmsant of the details of what took place. Success would have 
been most welcome, but, personally, I never expected it to succeed, 
seemg the ill-temper and personal issues that imderlay the differ- 
ences Readmg reported his failure with real regret. Perhaps the 
failure was more attributable to some of Asqmth’s colleagues than 
to Asqmth himself At all events, it is fair to say that Guest had 
postponed action with this possibihty before him until we were on 
the very eve of an appeal to the country At the begmnmg of 
November Auckland Geddes was sent to the Local Government 
Board to try and speed up registration arrangements, and a final 
comment on November 5 may be quoted — 

** As I have said in this diary many times when I have discussed the 
matter with L G , I have always taken the view that it was quite impossible 
for any Government with miUions of new electors to see the country through 
the dangerous reconstruction penod unless it had a fresh mandate of the 
people before it No moribund Parliament, years beyond its proper term, 
with the whole new and unrepresented electorate, could undertake it ” 

The general anticipation before the election was that the Govern- 
ment would have a majonty of about a hundred m the new Farha- 
ment, and nobody of any party had the shghtest expectation that 
the result would be the wholesale disappearance of the pohtical 
opponents of the Government that it was. It was the most hstless 
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and apathetic election, so far as I saw an3dhing of it. that I have 
ever known. The Government’s Programme for Post-war Develop- 
ment was far-reachmg and courageous, and mdeed gave httle 
opportumty, with the temper of the time, to pohtical opponents. 

How the wonderful opportumfy thus gamed was undermmed 
and wasted may some day be recorded, but I beheve that at the 
time men of all parties were determmed and smcere m the promises 
they made to the people. 



CHAPTER XVIII 


THE CABINET SYSTEM DELAYED DECISIONS 
THE MONTH OF VICTORY 

The Cabinet System during 1918 — Milner's Committee of March — Delays — ^The 
Two Committees of July — Sir Maurice Hankey — The War during October — 
The End m View and Decisions still required — ^Letters to the Prime Minister 
on the Situation — Help from Bonar Law — Smuts' Committee Estabhshed — 
The Difl&culty over War Pledges — Settlement and Rapid Progress — Green- 
wood — Smuts' Great Work — Impressions of the Victory Week 

T he Cabinet system, as it developed durmg 1917 and 
1918, was well designed to deal with the circumstances 
of the time Haldane’s report on the machinery of 
government contained a number of proposals which 
were adopted in part durmg 1918 when certam Mimsters had their 
time wholly taken up with pohcy questions as distmguished from 
those m charge of the executive departments, and committees of 
Mimsters were endowed with considerable responsibility over groups 
of subjects, whilst there was, m practice, a Cabmet, apart from the 
War Cabmet, which was called together to consider major ques- 
tions of pohcy. No scheme, however, will work successfully unless 
it is heartily worked, and a good many of the difficulties of 1918 
arose from the fact that this was not so 

The War Cabmet was defimtely constituted as the supreme body, 
and many of us were called to their meetmgs very frequently I can- 
not, myself, recall any occasion when topics were discussed of which 
It was thought I might have some special knowledge or mterest m 
when I was not summoned On all-important questions of pohcy 
there was a Cabmet summoned, and we met very often It was 
a weakness that the Prime Mmister did not formally constitute 
it, although I myself, certainly, had no ground for complamt, because 
1 beheve that I was always mvited ; but from its lack of regular 
establishment it sometimes happened that decisions were taken 
by a meetmg thus called to which one or more Mmisters who ought 
to have been present had not been mvited. In practical workmg, 
however, this defect did not amount to very much Our major 
difficulties on the domestic side of pohtics arose rather from the 
fact that the Cabmet Committee system which was theoretically 
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estabhshed was not heartily worked In order to review that 
system it is necessary to go back to the begmnmg of the year 

Carson had been Chairman of a Cabinet Committee which sat 
constantly in 1917 It was called the Economic Offensive Com- 
imttee, and the proceedmgs of it have already been referred to 
More than once Carson expressed his conviction that it should 
be transformed mto a body that would have authonty to deal, 
at all events, with the economic side of what may be styled recon- 
struction issues, although by no means all such issues emanated 
from the Ministry of Reconstruction. It was with a view to pre- 
panng suitable proposals for this purpose that we had the con- 
versation on January 21 which is referred to m the previous chapter 
At that time the number of reports and recommendations relating 
to post-war and demobilisation issues was mountmg up, and I 
pressed insistently durmg February that a Cabinet Committee 
should be set up to deal with them and to make considered recom- 
mendations upon them to the War Cabmet Bonar Law heartily 
supported this suggestion, and on March 6 such a Committee was 
constituted Lloyd George’s letter constitutmg it is noteworthy 
from the number of subjects on which, as he correctly said, “ early 
decisions are required ” His letter was as follows — 

March 6, igz8. 

Dear Addison,— 

I have decided to appomt a small group of Mmisters, with 
Lord Milner as Chairman, to examme, on behalf of the War Cabmet, 
certam proposals relatmg to Reconstruction problems on which 
early deasions are reqmred 

There are various matters on which early deasions are required, 
among which I might mention Housmg, Small-holdings and 
Land Acquisition for Soldiers’ Settlement, the Discovery and 
Workmg of Mmerals, Afforestation and the Mmistry of Health, 
Transport questions — such as Development of Light Railways, the 
Control of Shippmg and Shipbuildmg — the Disposition of certam 
National Factones, the Support of Special Industnes, and possibly 
also our position with regard to Dumping, with certam Labour 
questions that are mvolved m the Scheme of Demobihsation and 
of Trade Reconstruction. 

All proposals affectmg these and other Reconstruction ques- 
tions addressed to the War Cabmet by depaftments will contmue 
to be circulated to members of the War Cabmet, but will stand 
referred to Lord Milner’s Committee, and the Committee will 
have full authonty, on behalf of the War Cabmet, to obtam from 
the departments any furtha mformation reqmred for their dis- 
cussions. 
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I have told the other members of the Committee that you 
will 'be responsible for collatmg the mformation and puttmg it 
forward to the Committee with draft proposals from the Muustry 
of Reconstruction as soon as the matters are ready for discussion 

The Committee will consist of — 

Lord Milner (Chairman). 

Mr. Barnes. 

Mr Walter Long. 

Dr. Addison 

Mr. H A. L. Fisher. 

Mr. Clyde. 

In addition to the standmg members, other Mmisters will 
assist when subjects with which they are concerned are bemg 
dealt with. 

Yours smcerely, 

D. Lloyd George. 

I was rejoiced at the constitution of this Committee, for the 
waitmg hst was growmg and the pressure of war events made 
It difficult for the War Cabmet as a whole to have leisure to devote 
to other issues There was already a considerable bankmg-up of 
delayed decisions which might have unfortunate consequences The 
Committee mentioned m the letter of March 12 was an ideal one 
for the purpose , and I made no secret of the fact that I rejoiced 
that Milner was the chairman. 

Not for the first time, however, was hope to be deferred Milner 
had to go to the War Office, and the attacks m France put all 
other matters mto the backgroimd , but they did not prevent the 
accumulation of material. For example, in April two sets of recom- 
mendations of a most important kmd, affectmg the resettlement of 
officers and avil demobihsation, were sent m by me to the Cabmet. 

Carson’s Economic Offensive Committee had been contmued by a 
similar one under the chairmanship of Chamberlam Ashfield was a 
member of it, and the Board of Trade was concerned with some of the 
reconstruction proposals which required early decision He there- 
fore supported me m representmg to Chamberlam that his Committee 
might be given authority to deal, at all events, with economic issues, 
and Chamberlam agreed, makmg it a condition that he would not on 
any account have to deal with Housmg, Health, Land, and such-hke 
subjects. The three of us hammered out an agreed set of recom- 
mendations, and finally, on June 4, the Committee was reconstituted 
with Cabmet authonty as the ^mnuttee of Economic Defence 
and Development. It was to have regular consultations on ques- 
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tions of economic policy and administration, with power to settle 
nunor questions, often brought before the Cabmet m the absence 
of any other machmery of co-ordmation, and it was to be com- 
petent to follow up decisions taken by the Cabmet with the object 
of securmg the prosecution of pohcy already decided upon and 
for preventmg departmental overlappmg. FmaUy, and most 
important, it was competent to consider matters of first-dass 
importance and to present considered recommoadations upon them 
to the Cabmet. This Committee was constituted as follows — 

11&. Chamberlam (Chairman) 

Mr Barnes. 

The Mimster of Reconstruction 
The President of the Board of Trade 
The Mmister of Blockade (who would also represent the 
Foreign Office) 

The Secretary of State for the Colomes. 

The Secretary of State for India 
The Mmister of Labour. 

The Fmancial Secretary to the Treasury 
The First Commissioner of Works. 

At the same time, because of my urgent representations of 
the need of some body similarly competent to deal with the ques- 
tions exduded from the scope of Chamberlam’s Comimttee, and 
some of which had been specifically mentioned m the Pnme Minis- 
ter’s letter of March 6 but which were still awaitmg decision — 
anoth^ body was set up with the title of the Committee of Home 
Afiairs. Its personnd was as follows — 

The Home Secretary (m the Chair) 

The President of the Board of Trade 

The President of the Local Government Board 

The Mmister of Reconstruction 

The President of the Board of Education 

The Mmister of Labour 

The Secretary for Scotland, and 

One of the Law Officers of the Crown. 

The discretion of the Committee of Home Affairs, however, 
was very ngidly circumscnbed, and it meant that practically aU 
the thmgs would have to go back from it to the War Cabmet, 
although they would then possess the immense advantage of 
havmg received detailed consideration by the Comimttee and be 
accompamed by its recommendations. Nevertheless, so far as it 
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went, it was a gam The appomtment of this Committee was 
the 'Outcome of my vigorous remonstrance to Lloyd George, as 
contamed m the letter of June 5> quoted m Chapter XVI, on the 
Ministry of Health. By the end of June the first and long-delayed 
frmts of this new arrangement were reaped m that Chamberlam’s 
Committee recommended to the Cabmet the scheme for the estab- 
lishment of the Post-war Pnonty Council and for the final con- 
stitution of the Imperial Mmeral Resources Bureau, both of 
these were approved by the War Cabmet at the begmnmg of July 
My satisfaction, however, was rather short-hved, for I had not 
fully appreciated the effect of the strict limitation of the powers 
of the Home Affairs Committee 

Before I pass on and tell how our difficulties were resolved, 
I must mterpose a bnef reference to the work of that great pubhc 
servant. Sir Maunce Hankey, K C B , the Head of the War Cabmet 
Secretariat Hankey was always present when it mattered He 
attended Cabmet meetmgs, the Imperial War Cabmet (which 
consisted of the Bntish War Cabmet and the Premiers from the 
Dommions), the meetmgs of the Supreme Council and the many 
conferences the Pnme Mmister was compelled to have with the 
Heads of the Allied Governments both at home and abroad 

The mass of work that was mvolved for Government at that 
time, the mnumerable memoranda, reports and summaries of 
mformation, could not possibly have been promptly available 
when required if it had not been for Hankey and his small, but splen- 
didly efficient, staff that constituted the War Cabmet Secretanat 
The system of recordmg Cabmet decisions always seemed to me to 
be mdispensable I understand that in the relatively mfrequent 
Cabmets of former days, when none but Cabmet Mmisters were pre- 
sent, no formal note was taken It may have been suitable for those 
days it certainly was out of the question m the strenuous times 
of war with its necessary delegation of authonty to mdividual 
Mmisters, or to groups of Mmist^s, and with the comprehensive 
powers exercised by the Government I do not beheve that we 
shall ever go back from the present system Hankey can turn 
up, at very short notice, the records and decisions, the schemes 
and plans of work on almost every conceivable type of question, 
and future Ministers will often tod themselves gropmg m the 
dark without such assistance It is not many men who com- 
bme Hankey’s discretion and immense knowledge, for he has 
been at the heart of thmgs for years. Never did I know 
Hankey to be other than the head of a highly confidential secre- 
tanat he never mtervened; but, hundreds of times, he was 
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appealed to on questions of fact and I do not remember his bemg 
wrong He must have had his likes and dislikes like every other 
man, but he was everybody’s fnend and helper. He is t3q)ical 
of the great Bntish Pubhc Service We ought to be much prouder 
of It than we are. He had a very few assistants and they were 
chosen, of course, with extraordinary care The prevention of 
leakage of mformation was developed by Hankey mto that of a 
fine art. I would stake my existence that the gossip and reports 
of Cabmet discussions that have been referred to m this narrative 
as havmg found their way mto the Press never came through 
the Cabmet Secretariat. More than once they betrayed their own 
ongm, and on one occasion, when there was a senous leakage 
that was enquired mto, it was the Secretariat system that enabled 
us to trace it promptly. The msu&cient workmg of the Cabmet 
Comimttee system was not due to the Cabmet Secretariat it 
was due to a deficiency of mstructions. It was the Cabmet Secre- 
tariat that enabled the system to be worked as it was, and, for 
the good of our country and for the help of future Mmisters, it 
IS to be hoped that Hankey will be the head of that organisation 
for a long time to come. 

The rapid and splendid march of events throughout the month 
of October meant that the close of the war issues and all their 
complex ramifications at home and abroad were hkely to be upon 
us soon AUenby’s victones m Palestme and the break-up of the 
Bulganans, followed by the rapid progress of the Alhed offensive 
m France, the German Note to President Wilson and his reply, 
together with the reports of demoralisation and break-up within 
Germany itself, which became more defimte and unmistakable 
as the month went on, showed that we must be prepared for an 
armistice 

The position with regard to demobihsation and immediate 
post-war issues was desperate mdeed. The proposals were there 
The arrangements for carrymg them mto efiect were there , and 
many of them had been waiting for decisions for months As 
soon as ever hostihties ceased a halt would be called on war-pro- 
duction work affectmg hundreds of thousands of people and a 
clamour of questions would immediatdy anse. These should be 
answered m advance, and proposals for domg so had been before 
the Cabmet for a long time In some cases work was to be slowed 
down, with short time dunng the penod of uncertamty , m others 
there would soon be a great volume of unemployment and it was 
proposed to meet this, first, by a short hohday on full pay and, 
then, by unemployment donations covenng six months where 

VOL. n. R 
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ordinary work was not restarted, and the scales for different 
classes and their dependents were embodied m the proposals. 
iJtaxiy enquines from outside with regard to them were already 
bemg made, but no answers could be given. 

The same condition apphed to the proposals affectmg demo- 
bihsed officers, mterrupted trainmg and apprenticeship and to other 
classes whose demobihsation would come a httle later The con- 
ditions of army demobihsation had alone been settled, but their 
pubhcation had been withheld for good mihtary reasons 

Decisions were required also on the proposals for transi- 
tional penod legislation if the bonds of the Defence of the 
Realm Act were to be relaxed. Thanks to Cave, Schuster, 
Sir Herbert Thrmg, and many more, all these were in draft but 
needed approval. One of the most important of them and upon 
which enquines became more and more emphatic as the month 
went on was the question as to what the Government was going 
to do m redemption of its pledges for the remstatement of those 
trade-umon rules and practices which had been withdrawn durmg 
the war Everyone m touch with the situation throughout the 
country told us with mcreasmg emphasis that a specific government 
statement on this matter was urgently necessary if victory abroad 
was not immediately to be succeeded by turmoil and disturbance 
at home Allied with these proposals, plans had been prepared 
for providmg employment m the event of prolonged unemploy- 
ment m the immediate post-war penod, and unless exasperatmg 
delays were to be expenenced, those who were m charge of the 
different sections of the work — Road developments, alternative 
work m Government factones, and so forth — must have authonty 
to proceed with their plans, specifications, etc 

On an equahty also with the foregomg, authonty was needed for 
the translation mto the executive stage of all those complex arrange- 
ments that had been prepared with regard to shippmg, matenal 
supphes, storage, clearance of traffic, and the rest The busmess 
men whom I had got together and arranged with to have charge 
of these thmgs were frettmg and fummg more and more every 
day as to whether they were to be reqmred or not. Many thmgs 
could wait, but all these were immediate and urgent 

Land acqmsition and settlement would clearly take time, and 
although It was himg up as it had emerged from Cave’s Committee, 
it was not so pressmg as many others. Housmg was important 
from the pomt of view of employment, but smce the summer it had 
rested upon the much-disputed circular of the Local Government 
Board, and I for one was not hopeful that it would help us m 
the immediate future 
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It IS true that the war events were very absorbing and the 
consideration of matters connected with their conduct and pos- 
sible termination m an armistice demanded contmual attention 
from the Pnme Mmister and his colleagues of the War Cabmet, 
but I had to pomt out with mcreasmg vehemence during October 
that we were responsible also for government m this country and 
that time must be found somehow, and somebody must be author- 
ised to decide vital questions afiectmg home affairs. In order 
to make the case as compact as possible I embodied m one memor- 
andum a summary of the pressmg questions awaitmg decision, 
and on October 24 the Pnme Mimster summoned a special meetmg 
of Mimsters to consider them Some of my colleagues, notably 
Smuts, Auckland Geddes, Ashfield and Roberts, had a fuU appre- 
ciation of what was mvolved ; but the meetmg decided nothmg, 
and to my disgust the proposed measure for the redemption of 
our war pledges met with unexpected opposition, but not from 
the Pnme Mmister 

It was particularly necessary to agree upon an immediate con- 
sohdation of the machmery for dealmg with civil demobilisation — 
of which I had proposed that Stephenson-Kent should take charge 
— because some time would necessarily be mvolved m perfectmg 
the arrangements, although I had amved at a clear understandmg 
with the departments as to what was to be done On the day 
followmg this long-delayed and abortive attempt to deal with 
urgent domestic questions, I sent the Pnme Mmister this letter — 

October 25, 1918 

Dear Prime Minister, — 

After what happened yesterday afternoon, I feel that there 
IS no course open to me but to submit to you a last request that 
the proposals which I have made m connection with matters affect- 
mg the Reconstruction penod should be dealt with and deaded 
upon m a systematic and comprehensive way. 

Yesterday, I thmk, you must have clearly seen that by the 
aid of some of the most expenenced men m this country, I have 
been giving the most detailed and careful consideration to the 
matters requirmg to be dealt with and have formulated proposals 
m the bnefest possible form which deal with the vast number 
of issues which call for attention and decision. 

The course adopted yesterday was to take hold of one section 
of the proposals on which I had previously reached agreement 
with the Mmistry of Mumtions (although Churchill seemed to 
have been ignorant of all that was contamed m his own proposals) 
and to Ignore other parts of the plans which are essential even 
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to them and which are equally vital and necessary for deahng 
with the conditions arising m the armistice period and afterwards 

I have steadily kept all personal considerations m the background 
durmg the last twelve months, and do so now, but it is only fair 
to the great subject concerned, as well as to all those able people 
who have helped me to get together not only these proposals but 
others which will follow, that the Mmister responsible should be 
afforded a full opportumty of settmg out the general scheme, 
entirely apart from the affront which is otherwise put upon him 
If this is not done, we are m grave peril of havmg a disjomted 
and meffiaent patchwork of proposals. 

I am convmced that the proposals which I have submitted, 
and am prepared to submit whenever there is any prospect of 
their being dealt with, are sufficient to secure that the problems 
of the time will be met m a comprehensive and sufficient manner 
But if those of us who have given considered thought to the whole 
subject, as it was our busmess to do, are to be disregarded and 
the matter dealt with m odd bits by those who do not even seem 
to have given themselves the trouWe to read what is proposed, 
it makes my task quite impossible. 

I am afraid that even yet I have failed to succeed m pressing 
upon you the urgent importance, both m the National and m 
the Government’s mterest, of obtainmg a decision on my Health 
Bill proposals, which I observe you have further postponed 

I am not a man happily with any special personal pohtical 
ambitions, and am only desirous of opportunity for useful work, 
but I venture to say that durmg the last four years there is no 
man who has given you more loyal and, I beheve I can truthfully 
say, as useful support It is therefore not possible for me to express 
to you, apart entirely from the importance of the proposal itself, 
the measure of my disappomtment, notwithstandmg definite 
pledges to the contrary, at the disregard and lack of support which 
I seem to receive from you m this vital matter 

Yours smcerely, 

C. Addison 

The sequel to this letter is best quoted from the diary note — 

" On Monday, the aStb, I found that L G had had to go off to Paris on 
Sunday night, as proposals were evidently coming both from Turkey and 
Austria for separate peace I called m to see Bonar on Monday mormng and 
told bun defimtely that the present position was utterly intolerable, that a 
vast number of great and comphcated issues must be immediately deaded, as 
an armistice was quite possiUe , that I must have a Cabmet Comnuttee 
appomted with full authonty to deal with the busmess, to sit from day to 
day, if necessary , that 1 must get a decision on pledges, and that, unless it 
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were m favour of the Government redeemmg its pledges to the trade unions, 
I could not possibly remain, and, if I went out on such an issue, it would cer- 
tainly mean that every Labour Member would have to leave the Government, 
and that I was finally detemuned, unless these matters were settled and dealt 
with forthwith, that I should do so 

" I found that Bonar was gomg to Pans to join L G , and, at my request, 
he took an open letter to the P M , of which I attach a copy ” 

This second letter to the Prune Minister, of which Bonar Law 
was the bearer, was m the following terms — 


October 29, 1918 

Dear Prime Minister, — 

You are engaged upon the settlement of matters of world- 
wide importance, and I only ask Bonar Law to brmg you this letter 
to recall you for a moment to a grave domestic matter 

As the responsible Munster, I am bound to tell you that the 
more successful you are m France, the more perilous is the state 
of affairs here 

Unless, with regard to these vital and most urgent matters 
which I have placed before the War Cabmet and some of which 
are long outstandmg, I am placed m a position withm the next 
few days to obtam decisions and action upon them, nothing can 
save this country from chaos and disaster 

I should be faihng m my duty to you and to the country if 
I reframed from sendmg you this message, exceptional m tone 
as I reahse it to be. 

Very smcerely yours, 

Christopher Addison. 

Bonar Law was a fnend mdeed, as he had often been before 
The sequel was as follows, as taken from a note made a few days 
afterwards when the first rush was over — 

" On Wednesday mormng, the 30th, Smuts asked me to go and see him 
and said that, at a meeting of the War Cabmet the previous mormng, they 
had decided to set up a Cabmet Committee to deal with my business to sit 
daily, and Bonar sent me a note to the same effect This was somethmg 
accomplished I msisted that they should take my memorandum begmnmg 
at the begmnmg and work right through it We met on Thursday, the 31st, 
at II o’clock for the first tune The Cabmet Committee consists of Smuts 
(Chairman), Chamberlam and Barnes, with Montagu and myself, and other 
Ministers as concerned " 

This Cabmet Comnaittee sat daily, and the first two questions 
that emerged were What were the amounts of money to be given 
m the unemployment penod to civil workers who would become 
unemfdoyed, and what was to be done about pledges ? It had 
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at length dawned upon the Treasury that they were interested 
in the subject of unemployment donation to war-workers, and 
a petulant note of Thursday, the 31st, is as follows — 

" The Treasury had a deputation across to see me, on which was m 

his most insolent mood as to my proposal as to out-of-work benefit He 
suggested that we nught possibly concede 145 to insured mumtion workers 
I am not going to stand up in the House of Ck>mmons and attempt to justify 
145 under present conditions What also about the multitude of people 
who will be thrown out of work who are not classified as mumtion workers ? 
I stamped upon the suggestion 

But the matter was not yet settled, and the end of the week 
confronted me with a last obstacle before secunng complete autho- 
nty for the Cabmet Committee. On the Saturday mommg (Novem- 
ber 2), one of our Members (whose name I wiU not mention for 
his own sake) wanted to have a Committee to go over the whole 
pledges question agam I flatly declmed to jom any such Com- 
mittee, and demanded that this Cabmet Committee must be com- 
petent to decide it In order to bnng the matter to a head, I sent 
this message, the same afternoon, m cipher to the Prune Mmister 
m Pans — 

" War Cabmet Committee which has been sitting daily on demobilisation 
matters states that it has no authonty to deal with the pledges question 
An immediate decision must be taken, as the issue will arise as soon as material 
IS released for poet-war work Material is now available and ought to be 
released Will you please cable Cabinet Committee authonty to deal with 
this matter ? If you cannot do so, I propose coming over myself on Monday, 
so that my own position in this matter may be determmed 

" Addisoh 

" November 2, 1918 ” 

The Pnme Mmister dealt with it promptly and, on Monday, 
we received complete authonty over aU the issues concerned 

I cannot pay too high a tnbute to the magmficent work which 
Smuts, as Chairman, as well as Chamberlam and Montagu, rendered 
at this time Smuts divided the work mto sections and we slaved 
away day after day m a back-room m Whitehall Gardens. One 
of the tasks he allotted to himself with me was to go through 
the plans for providmg work and cross-examme each department 
on their preparedness — Roads, Timber-fellmg, Government Fac- 
tones, and many more I am sorry to say that our worst fears 
were reahsed when the representatives of the Local Government 
Board came before us on Housmg. There were practically no 
plans prepared and nothing upon which work could be begun for 
several months. Smuts’ commit was bnef and merciless. 
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The Standing Council on Pnonty was set to work and given 
full authority, and from November 7, nght on to the end of the 
month, it made magnificent progress. 

The followmg summary may be quoted from a later note — 

" We proceeded to review the various controls, as far as we could, to get 
in hand the simplification of proceedings with regard to speedmg up the 
transfer from war to peace, whenever it might be required As thmgs are, 
with a multitude of war priority orders, people have to get permits for the 
different matenals for machinery, for importation, for export, etc , etc , often 
from qmte different departments, until there is a network of procedure to go 
through which constitutes, rightly enough, an elaborate senes of obstacles 
dunng war, but which, when war demands cease, make expeditious resump- 
tion of peace- work an impossibihty I do not need to go into the details, 
but Smuts agreed upon a comprehensive amalgamation The results of these 
proceedings have been that, within a fortmght or less from the declaration 
of the Armistice, we had got agreements with the industnes and departments 
concerned, whereby steel and non-ferrous metals were liberated, many other 
control orders had been got rid of, and we had secured the amalgamation 
under the Board of Trade of (i) the Imports Restriction Department, (2) 
War Trade Department, (3) Priority Department of the Mimstry of Muni- 
tions, and (4) Export Licensing Department, and had made a clean sweep of 
all the pnonty certificates required, except with regard to specified cases of 
urgent importance, such as Merchant Shipping Construction, Locomotive 
Building, etc By the aid of Kenneth Anderson also we had arranged 
the importation of matenals with regard to employment, on an Armistice 
Shipping Programme, copy of which I also attach, and I feel rather proud of 
the fact that, after the Armistice was declared, the shippmg people on Novem- 
ber II were at once enabled to go ahead with the alteration in the tonnage 
disposition In T R Gardiner too, the Secretary to Smuts’ Committee, and 
one of our men, we have a fijst-rate fellow ” 

A similar dispatch charactensed the deahngs with the pro- 
posals affectmg the disposal of war stores that were dealt with 
by Austen Chamberlam and one or two others, and Walter Long 
in the same way gave effect to the proposals for obtaimng supphes 
of peace-time raw material A multitude of details of course 
remamed to be dealt with by one or other of us, and all manner of 
questions affectmg starting of work m factones, pnces of matenals, 
special emergency arrangements, and scores of topics, were dealt 
with 

Stephenson-Kent, as ongmally proposed, took general charge 
of civil demobihsation, and, early m December, the whole group 
of demobilisation problems, which had How reached the execu- 
tive stage so far as the mdustnal side was concerned, were taken 
charge of by Enc Geddes 

The Cabmet Gimmittee, after the first hesitation, had no 
misgivmg as to our duty with regard to war pledges, and I 
cannot refrain from paymg a tnbute to the loyal support of 
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Balfour. He took the point, and the only point that really 
mattered * the Bntish Government had promised to do this thmg, 
and, on the faith of that promise, the men m whole groups of mdus- 
tnes with immense reluctance, and after a thousand questionmgs 
and many disputes, had set aside theu* established customs on 
the solemn undertakmg of the Government that, after the war, 
they should be remstated m their nghts. None of us were con- 
cerned to contend that all the practices that had been set aside 
were mdustnally defensible— some of them certamly were not , — 
they had ansen m the course of self-defence by orgamsed labour, 
and no one had taken a greater share than I had myself m exposmg 
the very slender basis upon which many of them rested But 
it was not a question of their mtrmsic ment but of the honour 
of the Bntish Govemm^it. We hoped that work on Jomt Indus- 
tnal Councils or other similar bodies would lead to the removal or 
modification of many of them , but only the mdustry itself could 
decide the issues Subsequently there was a meetmg addressed by 
the Prime Mimster, Balfour and others of us who had been parties 
to the ongmal undertakmgs, and the announcement of the Prime 
Mmister of our mtention to pass the War Pledges Bill through 
Parhament gave no mkhng of the hard struggle that I had had 
in order to secure this prompt and complete declaration, the absence 
of which would have underimned the confidence of the whole 
mdustnal world m the Government It should not be inferred 
from this that at any time, so far as he had time to listen to the 
case, Lloyd George had betrayed any disposition himself to adopt 
a weak attitude on the subject he had not. 

The hectic rush mto which some of us were precipitated in 
the last days of October was due to the fact that the Pnme Mmister 
had not been prepared to give his colleagues sufficient authonty. 
Delegation of authonty was the only thmg that was possible in 
those days The amount of war-work requirmg the attention of 
the War Cabmet made it physically impossible for them, as a 
whole, to deal with aU other questions, and if the letter of Lloyd 
George settmg up Milner’s Committee nme months before had 
been acted on, very many needless difficulties would have been 
avoided. 

Two men from the Ministry of Reconstruction stood out along- 
side of Smuts through the whole of these crowded days Arthur 
Greenwood m particular (now Under-Secretary at the Mimstry 
of Health) was a tower of strength Except for that the group 
of subjects relating to materials and pnonty which Garrod earned 
along with his usual unrufBed effiaency. Greenwood bad charge 
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of the conduct of practically all the other urgent demobihsation 
work He parcelled it out to his assistants and kept pace without 
hurry or fluster with the decisions which came one after another 
almost hourly m consohng contrast to the previous penod of waitmg. 
But, now, there could be no substantial mterval between the time 
of the decision and the starting of the executive machinery to give 
effect to it, and it was m this that the men on the Staff did such 
superb work In Stephenson-Kent, the Controller of the demobih- 
sation machmery of the Mmistry of Labour and the Mimstry 
of Munitions, with the goodwill and help of the War Office, there 
was a chief about whose work not one of us had any anxieties 
Through all this busmess, however. Smuts stood out 
I was m fairly close touch with his work durmg his long stay 
m this country, and, valuable as it was many a time, he never 
did an3rthmg that I know of comparable to his work durmg Nov- 
ember, 1918 Towards the end of the month he was practically 
through with it, and devolved his responsibilities on others He 
was at all times very scrupulous lest he should become mvolved m 
any differences of opinion or controversies that were of a strictly 
domestic character As far as he could he stood outside them , 
and nghtly so When he had done his work, with characteristic 
absence of display, he turned qmetly to the next duty 

Smuts was a good friend to many of us He was always the 
same level-headed and qmet colleague, but he was a most efficient 
hustler when he liked One httle mcident connected with him 
somehow has fixed itself in my imnd perhaps it is because I 
am an Enghshman and that he paid a high comphment to our 
race. Some time before Smuts went away, Curzon gave a httle 
farewell dmner-party to a few of us who had worked very mti- 
mately with Smuts There were only a very few of us — not more 
than half a dozen — and it was an honour to be one of them For 
some reason I have omitted mentionmg their names m my diary, but 
there was Long, and, I beheve, Balfour, Bonar Law, Carson, Cecil and 
Maclay — at aU events, a small round table accommodated all of 
us, and every topic that was mentioned brought up some common 
expenence of our strenuous work together When one remimscence 
was fimshed there was another man ready with, “ That reminds 
me,” leadmg off mto another set of recollections At a time like 
that, Curzon, our host, was at his very bestj so different from the 
popular notion of his austenty , and Smuts* qmet chucklmg 
over one mcident or another prompted him to give us an impres- 
sion of his different audiences, wherem he paid the Enghsh race 
the comphment referred to. Long and I, as its only represen- 
tatives, congratulated one another that at last the Enghshman 
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had had a good word said for him. Smuts had addressed meetmgs 
in'all four countries He was greatly attracted by an Insh audience 
— alert, cheerful, attentive, but with an expression sometimes 
which told him that, whilst they hked him, they wished that he 
had been an Irishman The Scottish audiences had impressed 
him with their strong and cntical capaaty, but all the same there 
was peepmg out that excessive nationalism which is a charac- 
tenstic limitation. They were conscious that they were Scotsmen 
and that they were hstemng to a Dutchman. The Welsh audience 
took his pomts before he had reached them, and he felt that their 
imagmative vivacity was beyond his own. They were glad that 
he had come to pay a visit to Wales and hoped that he would 
talk about it afterwards. An Enghsh audience took him as he 
was They were mterested and attentive to what he said, but it 
never crossed their mmds whether he was an Enghshman or not 
He was just Smuts — one of the men who were helping to run the 
show. “ They are a great race,” he said, " perhaps the greatest 
on earth — great, because they never thmk of it or care twopence 

about such considerations With them it is the job that matters ” 

• • 

On Sunday, November 17, I spent some hours in dictatmg 
notes on the stirnng events of the week whilst they were still fresh 
m my nund Some extracts from them may perhaps form a fitting 
conclusion to this book The war had ended and this long, long 
tale of war doings should end with it My own shortcoimngs as 
a wnter have been with me all the time There was so much to 
tell and so much to leave out Thmgs that are mterestmg to 
oneself are often unattractive to many others, and it may well 
be that some of them have occupied too much space and that 
other thmgs, so famihar and ordmary to a Member of a Govern- 
ment that they are passed over, should have been dealt with more 
fully , for men and women are more mterested in people 
than in things. These mequahties are due to a hfe of work that 
has kept one apeirt from the art of popular wntmg , it is not a 
thmg to be apologised for, but it has been re.sponsible for many 
defects m this story of political and departmental work 

It was a joy and a pnde to have had so much to do m that great 
time. How great it was we cannot tell yet. The troubles that 
have arisen smce are only mcidents, and the conviction remams 
that it will mark the begmmng of a period wherem many tjorannies 
will have been abated and a fuller opportumty m hfe come to 
be afforded to multitudes to whom it was previously denied The 
brighter hope of that time is not dimmed by expenence of diffi- 
culty. It IS there, deep in the hearts of the people of many lands. 
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and some day, somehow, by faith and efiort, it will lead to better 
and humaner conquests. 


Sunday, November 17 — 

“ Dunng the conferences in Pans, which ended on November 4, the 
Allies had received direct offers of surrender from Austria and Turkey and 
had accepted terms of armistice with both of them Thanks mainly to the 
efforts of Cavan's Division, our people, with the Italians, broke through the 
line of the Piave and, after about a week of fighting, the Austrian Army went 
to pieces The terms of surrender, as one may guess, made an immense 
impression in the country here when they were announced in the House , 
still more when it was known that the Allies had drawn up terms of 
armistice for the Germans, if they wanted them It was clear, from the 
advance which our people made, that the German Army was broken, and 
when later in the same week they finally gave up before the Americans 
near the Meuse it was because there was httle fight left m their Ajmy Still, 
people could scarcely beheve that the end had come, or that the Germans would 
not somehow or other try to prolong things in the hope of somethmg turnmg 
up to mitigate the terms of peace m their favour • • • 

" Dunng the week ending November 8 we received more defimte informa- 
tion than before that things were senously wrong m Germany itself, that the 
spirit of discontent was becoming more and more manifest, and that the 
discontented were becoming organised From the Fnday to the Monday, 
November ii, when the German deputation was received by Foch and Beatty, 
there were some attempts at shuffling and a multitude of rumours and con- 
tradictions over the abdication and flight of the Kaiser and the fate of the 
Crown Prince, etc Authority behmd them was giving way, so that we fully 
expected by the time limit on November ii that they would accept our terms, 
although it was almost too good to believe Nothmg came through on 
Sunday mght, but on Monday mormng Downing Street was packed from 
end to end with a cheenng crowd 

My unfortunate staff, instead of being able to go abroad holiday-making 
like everybody else, had to work overtime not only on Monday, the iith, but 
all through the week I am sure it must have been a dreadful burden to 
them, as indeed it was to me, as everybody else was out of doors rejoicing , 
but they did it loyally, and it is impossible to express one's feehngs warmly 
enough on the subject 

" It seemed as if the whole of London, including the inhabitants of most 
of the Government Offices, simultaneously ‘ downed ' tools and rushed into 
the streets — ^taxicabs, motors, lorries, buses and vehicles of every description 
were commandeered by joyful crowds, driven up and down— cheenng, whist- 
ling, singing, rejoicing It was, I think, the cleimest, most exhilaratmg, 
free-est and best example of a great city's spontaneous rejoicmg that could 
possibly be imagined It was a day that I find it impossible to descnbe 
Through the whole day, cheenng and processionmg went on L G of course 
made speeches from Dowmng Street, I had to go to No lotwice dunng the 
day, and on both of these occasions, as at all other times, when I saw it, the 
street was occupied by joyful crowds, . . • 
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'* This kind of thing went on — ^not perhaps in quite so strenuous a form 
— ^unng Tuesday, Wednesday and Thursday At mghts, the crowds 
packed the streets There was a little good-natured rowdpsm one mght, 
terminating m a bonfire m Trafalgar Square into which they threw a German 
gun on exhibition m St James’s Park. The processions at mght went on 
through the week up to Saturday mght On that mght we went sight-seeing 
ourselves Crowds filled the streets from Trafalgar Square and the Strand 
as far as Waterloo Bndge, still dancmg and smgmg Thanks, perhaps, to the 
still prevaihng liquor restrictions, I do not remember seeing anybody who 
appeared to be drunk, although, no doubt, like most other rules that week, the 
Closmg Hour Regulations were a good deal disregarded 

** Coming home at mghts, the most striking thmg that affected one was 
the lighted streets at mght It seemed like a different city, and at home, too, 
where we could leave our blinds up and not think of raiders or of special con- 
stables commg to knock at our doors, we had the kind of domestic impression 
that helps us to realise great things by small 

" The daily papers of the time should be studied, as they give an impression 
of what was prevaihng far better than I can sum it up 

“ The whole thmg was rather like conung out of a long-endunng nightmare 
into light and freedom, feeling the difference in a hundred little trifling matters 
from getting up to gomg to bed, even down to the way people in the street 
looked at you and spoke There was no silly ' mafl&cking ’ — ^just heartfelt 
rejoicing, almost verging on tears, and the general feehng was how solemn 
and how great the occasion was ” 
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TABLE SHOWING THE CONTRIBUTION OF CANADA IN THE 
MANUFACTURE OF GUN AMMUNITION AND ITS COM- 
PONENTS 1 


i8-pounder shrapnel — ^shell alone 

9.559.652 

18 „ „ — ^fixed amm 

8,423,153 

18 „ „ — complete rounds 

16,522,646 

18 „ high-explosive shell . 

1.515.436 

18 high explosive, complete rounds 

4,177,716 

15 „ shrapnel . 

302,208 

13 M „ . . 

79.557 

45^ howitzer shell, high explosive 

12,607,091 

6o-pounder high-explosive shell 

1,104,312 

6^ high-explosive shell 

11,078,534 

8* high-explosive shell 

753.713 

9*2^ high-explosive shell 

783.538 

13-pounder cartridge cases 

1,004,011 

t$ $$ »t 

34,742,180 

75 mm 

801,024 

4 5 >1 »» 

11,995,215 

Fuses — ^time 

19,816,193 

Fuses — graze 

9,831,444 

Primers . 

35.698,176 

TNT. . 

41.754.950 ft 

Cordite ... 

35.833,657 .. 

Nitro-cellulose powder 

Cordite and Nitro-cellulose loaded in fixed ammuni- 

24,802,915 „ 

tion and complete rounds which is not mcluded m 
above 

43.685,271 ft 


^ Referred to on page 104. 
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DEVELOPMENT AND CONTROL OF THE EMPIRE'S MINERAL 

RESOURCES AND PROTECTION OF THE METAL SUPPLIES 
REQUIRED BY THE EMPIRE'S INDUSTRIES ^ 

The object of this Memorandum is to suggest a plan whereby the 
mineral resources of the Empire can be ascertained and developed, 
with a view to meeting the metal reqmrements, and whereby the mmerals 
and metals can be treated and marketed by an organisation which will 
be free from alien control As a part of the plan, it is necessary that 
British (in its widest sense) owned properties in Foreign countries should 
be encouraged so as to supplement any deficiencies in Empire supphes 

Imperial Mineral Resources Commission 

The first necessity is to set up an organisation, representing all parts 
of the Empire, capable of ascertaining the mineral resources of the 
Empire and the metal requirements of the Empire, and of advising 
what steps should be taken to meet the requirements, with power to 
conduct such research or expenment as it may find necessary for these 
purposes 

It is suggested that this organisation should be a permanent com- 
mission upon which will be represented Great Bntam, the Dommions 
and India, that grants from each of the Governments concerned should 
be made to enable it to carry out its above defined duties 

This Imperial Commission should be m touch with the Department 
of Mines, or the Development Commissions of the States of the Empire, 
and should gather, collate and distnbute the mformation obtamed both 
as to requirements and resources 

It IS desired to supplement State and mdmdual efforts and not to 
supersede them In each part of the Empire, the local authority will 
do what seems best to facilitate mmmg by removmg any unnecessary 
restnctions and giving such financial assistance as it may thmk fit In 
Great Bntam the Mineral Resources Development Branch of the Mmistry 
of Munitions is already giving finanaal and technical assistance to the 
development of iron ore, pyntes and zmc and is prepanng to assist 
copper and lead. 

Individuals are also bemg assisted by remission of excess profits 
taxation to set up spelter plants and to extend lead refinmg. But such 
assistance does not now form part of any concerted plan , mdeed, the 

* Memorandum by the Author, April i6, 1917. See page 107. 
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reverse is the case, for when H M G made arrangements with the Austra- 
han ^vemment to purchase zmc concentrates for a term of years and 
also to give a guarantee as to the pnce of spelter, no similar arrangement 
was made regarding ores mmed in Great Bntam or the spelter ansmg 
therefrom 

While the Commission will act as an Empire Intelhgence system and 
bnng to light deficiencies which the Government of the various parts of 
the Empire may by direct action deal with in part there will, it is thought, 
remam much to be done which would be better done by commercial 
mterests, assisted by, rather than superseded by, the Governments 

British Metal Corporation 

It IS suggested that the further assistance bemg of a financial and 
commeraal nature should be provided by a corporation workmg on 
commercial hnes, but workmg m dose touch with the Commission 
Large credit or capital is required It is not thought likely that the 
capital would be subscribed by pnvate mdividuals during the war, so 
as to enable the organisation to be set up and able to operate dunng 
the war and immediatdy afterwards Moreover, the power wielded by 
such a corporation would be such as to influence profoundly the develop- 
ment of mdustry 

The capital, say ^20,000,000, should be subscnbed by H M G and 
such of the Dommions as will participate, 10 per cent or £2,000,000 
only need be paid up as the uncalled capital would ensure the credit 
required ^ 

The plan of operation of the Bntish Metal Corporation can be sum- 
mansed bnefly — 

(1) To select mmmg propositions within the Empire and so far as 
it may be necessary to supplement Empire resources also in foreign 
countries and to ensure their development by assisting — 

(a) Compames to be formed with capitals wholly or partly subscnbed 

by the pubhc, 

(b) Individual owners, 

(c) Local State authonties, 

to work them on a profit-shanng basis 
or by the purchase of the output 

(2) To assist in the estabhshment of commercial companies to erect 
and operate smelters and refinenes 

(3) To purchase and sell mmerals and metals through a selhng 
organisation. 

Purchase of Metals 

The control, 1 e prohibition without hcence of the purchases of metals, 
will have to be mamtamed dming the penod of reconstruction so that 
essential mdustnes may be rationed and adverse exchange mitigated ; 

^ If and when it is desired to relax State control and partiapation, the 
whole or any part of the capital could be ofiered for subscnption by the public 
at any future date. 



APPENDIX No. 2 


273 

It may be desirable to entrust the purchases to the Bntish Metal Corpora- 
tion or Its sellmg organisation 

Smelters and Rehneries 

The permanent control of the metal production has in the past been 
more influenced by the possession of smelters and refinenes than by the 
ownership of nunes and until the Empire is self-supportmg in smelters 
and refineries it can never be free of adverse control, though meanwhile 
the position may be safeguarded by purchase of metals The provision 
of smelting and refinmg capacity will therefore be one of the pnncipal 
immediate duties of the metal corporations 

Dominion Metal Corporations 

Similar corporations with the same objects might be formed under 
Local Government auspices in the Domimons and India, each interested 
in the share capital and therefore in the prosperity of the British Metal 
Corporation or to operate m partnership with the British Metal Corpora- 
tion, and if so formed, all business ansmg in the Dominions would be 
taken up by the British Metal Corporation only through the corporations 
of the Domimons concerned 

Inter-Allied Arrangements 

The Corporation will prove an easy means of makmg commercial 
agreements — as distmct from Treaties — ^with corporations havmg similar 
objects formed by our Allies 

In order to complete the Pans Conference resolution it would be 
necessary also to establish an Alhes Metal Commission to sit in London 
and to consist of nme members, three representing the United Kingdom, 
one each Austraha, Canada, and the Cape, two representmg France and 
one Belgium 

Objects of the Allies Metal Commission 

1 To allocate amongst the States of the Empire and afterwards the 
Allied States, in accordance with the Pans Conference, metals produced 
in any of the States that are m excess of the requirements of the produc- 
ing State 

2 To arrange with the exporting States as to the allocation of the 
exportable surplus 

3 To prepare world statistics of Metals 

Constitutional Questions 

The plan calls for votes of money from the Ujiited Kmgdom and the 
Dommion Legislatures to cover the expenditure of the Impenal Mineral 
Resources Commission These votes may be annual votes and so the 
pohcy of the Commission may come up for review annually The Bntish 
Metal Corporation requires also a vote for the subscnption of its share 
capital from the consolidated fund of the United Kingdom and each of 
the Dominion Corporations require similar votes of theur own legislatures 

VOL II s 
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Th^ votes wfll come before Parliament once only, but as it is intended 
that the respective Governments should be the sole shareholders m the 
Corporations, as shareholders they have power to terminate the opera- 
tions of the Corporations m the last resort, but the Corporations are 
free from most forms of parhamentary patronage , each Government 
ought, however, to retain the right to nommate the majonty of the 
Board of its own metal corporation 

The subsidiary compames formed to work the mdividual mines or 
to run the individual smelters or refinenes would, however, as a rule 
have a board partly composed of persons nominated by the Corporations 
and partly of the other financial mterests concerned These boards 
would be protected from Government patronage, and so far as the sub- 
sidiary compames employed labour, the Governments would not be 
directly responsible for the labour so employed, although such labour 
would be subject to the ordmary labour laws of the State and it should 
be a condition that the Companies should observe the obbgations of 
“ best employers " 

The accoimts of the Imperial Mineral Resources Commission would 
be subject to the audit of the Accountant and Auditor-General and would 
be presented to Parhament annually, and so also might the accounts of 
each metal corporation The subsidiary or operating companies' accounts 
would be dealt with m the usual way of joint stock companies 

In the Appendix will be foimd a Memorandum subimtted to the War 
Cabmet on the Prohibition of the transfer of muung properties 

16 4 1917 
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BOARD OF TRADE COMMITTEE ON THE NON-FERROUS 

METAL TRADES » 

Personnel 

Sir Gerard A Muntz, Bart (Chairman) 

Sir C L Budd 

Mr Clive Cookson 

Sir Charles W Fieldmg, K.BE 

Lieut -Colonel A J Foster 

Mr A W Tait 

Mr A H Wiggin, J P 

Mr J F Ronca, Board of Trade (Secretary) 


^ Referred to on page 107 
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THE IMPERIAL MINERAL RESOURCES BUREAU COMMITTEE* 

Sir James Stevenson, Bart. (Chairman) 

Sir C L Budd (Mmistry of Munitions) 

Sir A Duckham, K C B (Central Reconstruction Committee) 
Professor W R, Dunstan, CMC (Newfoundland) 

Sir C W Fieldmg (Board of Trade) 

Mr J F N. Green (Colonial Office) 

Rt Hon Lord Islington, G C M G (Impenal Institute) 

Mr L J Kershaw, C I E (India Office) 

Sir T. Mackenzie, K C M G (New ^Zealand) 

Hon Sir G H Perley, K C M G (Canada) 

Mr W S Robmson (Australia) 

Rt Hon W P Schreiner, C M G , K C (South Afnca) 

Dr A Strahan, F R S (Geological Survey) 

Secretary. Mr Oswald C Allen 


Referred to on page 109 
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EXTRACTED FROM THE REPORT OF THE IMPERIAL MINERAL 
RESOURCES BUREAU COMMITTEE » 

Section 24. Summary of Conclusions and Recommendations. 

(1) That a new organisation should be set up and be known as the 
Impenal Mineral Resources Bureau 

(2) That Its offices should be in a part of London convenient to the 
interests concerned 

(3) That the administration of the Bureau should be controlled by 
a Govemmg Body representative of the Governments of the Empire 
and also of the commercial mterests directly concerned m the mmeral, 
mimng, and metal mdustnes — ^trade co-operation being essential to the 
success of the Bureau (paras 18-22) 

(4) That it should be financed by the Imperial Parliament in the 
first instance If it be decided at the next Imperial Conference that the 
Governments of the Dominions, India, and of the other parts of the 
Empire should contnbute to the expenses of the Bureau, the proportions 
of such contnbutions nught be deterimned at that Conference, regard 
being had to the importance of the new orgamsation being in receipt of 
an assured mimmum income (para 23) 

(5) That the followmg should be the duties of the Bureau — 

\a) To collect, co-ordmate, and disseminate mformation as to re- 
sources, production, treatment, consumption and requirements 
of every mmeral and metal of economic value 

(b) To ascertain the scope of the existing agencies with a view ulti- 

mately to avoid any unnecessary overlappmg that may prevail. 

(c) To devise means whereby the existmg agencies can, if necessary, 

be assisted and improved m the accomplishment of their respec- 
tive tasks. 

(d) To supplement those agencies, if necessary, in order to obtain 

any information not now collected which may be required for 
the purposes of the Bureau. ^ 

(e) To advise on the development of the mmeral resources of the 

Empire or of particular parts thereof, m order that such resources 
may be made available for the purposes of Impenal defence or 
industry. 


^ Referred to on page Z09 
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EXTRACTS FROM THE AUTHOR'S FINAL MEMORANDUM 
ON THE SETTING UP OF THE IMPERIAL MINERAL 
RESOURCES BUREAU! 

IMPERIAL MINERAL RESOURCES BUREAU 

Memorandum by the Minister of Reconstruction. 

(1) In accordance with Resolution No. XIII of the Imperial War 
Conference, and followmg the Report of a Special Committee presided 
over by Sir James Stevenson, steps have now been taken to establish 
the Impenal Mmeral Resources Bureau. 

(2) In accordance with the recommendations for the constitution 
of the Govermng Body contamed m paragraphs 20-22 of Sir James 
Stevenson's Report, the followmg representatives have been nominated 
on behalf of the Governments concerned — 

Chairman of the Governing Body Sir Richard Redmayne, K C B 
Representatives of the United King^ Westgarth Forster Brown, Esq , Mmeral 
dom. Adviser to H M Woods and Forests 

Professor H C H Carpenter (President 
of the Institute of Metals) 

Dr F H Hatch (Ex-President of the 
Institute of Mimng and Metallurgy) 
Sir Lionel Phillips, Bart 
Edgar Taylor, Esq (of Messrs. John Tay- 
lor & Sons, Retinng President of the 
Institute of Mimng and Metallurgy). 
Wallace Thomeycroft, Esq. (President of 
the Institution of Mining Engmeers). 
Canada Dr Willet G Miller. 

Commonwealth of Australia Mr W S Robinson 

New Zealand , . Mr. Thomas Hutchinson Hamar, of the 

High Commissioner's Office. 

Union of South Africa . . The Right Hon W P. Schremer, CM G 

Newfoundland .... The Right Hon Lord Moms, K C M G 
India . ... Mr. R. D Oldham, F.R S 

Colonies not possessing responsible Mr. J W. Evans, D.Sc , LL.D 
Governments and Protectorates 

(3) Members of the Bureau. 

(4) It is desirable to submit to the present Impenal War Conference 

^ Retexed to on page 109$ 
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proposals as to the position of the Bureau and its status m the machinery 
of Government 

The duties of the Bureau are thus defined m the Resolution passed 
by the Imperial War Conference on April 23, 1917 — 

V 

The Bureau should be charged with the duties of collection of Informa- 
tion from the appropriate Departments of the Governments concerned and 
other sources regardmg the mineral resources and the metal requirements of 
the Empire, and of advising from time to time what action, if any, may appear 
desirable to enable such resources to be developed and made available to 
meet the metal requirements of the Empire " 

This definition is expanded as follows by Sir James Stevenson’s 
Committee — 

(Paragraph 24, Section 5 ) 

** (a) To collect, co-ordmate and dissemmate information as to resources, 
production, treatment, consumption and requirements of every 
mmeral and metal of economic value 

** (b) To ascertam the scope of the existmg agencies with a view ultimately 
to avoid any unnecessary overlapping that may prevail 

** (c) To supplement those agencies, if necessary, in order to obtain any 
information not now collected which may be required for the pur- 
poses of the Bureau 

** (d) To advise on the development of the Mmeral resources of the Empire 
or of particular parts thereof, in order that such resources may be 
made available for the purposes of Imperial defence or industry '• 

(5) The constitution as suggested by Sir James Stevenson’s Com- 
mittee is as follows — 

** The Administration of the Bureau should be controlled by a Govemmg 
Body representmg the various parts of the Empire, as well as the mmeral 
minmg and metal mdustnes This Body should be responsible for the ap- 
pomtment of a Director or such other official or officials as may be considered 
desirable and the necessary subordinate stafi withm the limits of the funds 
available for administrative expenses " (Paragraph 19 ) 

The Committee further suggested that the expenses of mamtenance 
of the Bureau (bemg a sum not exceedmg for the first years of existence 
£10,000 per annum) should, for the time being, be voted by the Imperial 
Parhament, on the advice of the Mimster of Reconstruction, although 
the view was held by some of the Committee that from the outset direct 
contributions to the maintenance of the Bureau should be borne by 
all the Governments concerned 

(6) As regards Admmistration, it is suggested that the Bureau should 
be placed under the supervision of the Lor& President of the Council 
on hnes similar to those adopted with regard to the Department of 
Scientific and Industnal Research, a Committee of the Pnvy Council 
and the Governing Body constitutmg the Bureau. This constitution 
and the duties of the Bureau should be defined by an Order m Council, 
which would also estabhsh the Govemmg Body, with the Lord President 
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of the Coiinol as President, and the Munster of Reconstruction (or 
such other responsible Minister as may from time to tune be found 
smtable) as Vice-President. The Order in Council would also charge 
the Governing Body with the duties above defined. 

(7) As to Fmance, it is suggested that, in so far as the functions 
of the Bureau consist m collecting, concentrating and disseminating 
what may be called second-hand mformation, of which other Depart- 
ments or agencies are the ongmal sources , and m advismg the Depart- 
ments or Governments concerned as to what further mformation is 
needed, and how it should be obtained, the view put forward m para- 
graph 25 of the Report of Sir J Stevenson’s Committee is sound, viz , 
that by mamtammg their own institutions, which were workmg m 
closest touch with the Bureau, by appointing their own representatives, 
to the Govemmg Body , and, it should be added, by carrymg out the 
researches recommended by the Bureau, the Oversea Governments will 
contnbute their share of the expenses, and that the general adminis- 
trative expenditure should be borne by His Majesty’s Government 
In so far as it should prove a function of the Department to mstitute 
special enquiries or to carry out researches on its own account, it would 
clearly be right that a proportion of the expenses should be borne by 
the Domimon and other Governments, in whose general interests the 
research is made This should be arranged by establishing, under 
Charter, as m the case of the Department of Saentific and Industnal 
Research, an Impenal Trust to hold and deal with moneys which would 
be contributed for these purposes The Governing l^dy would no 
doubt be able to determme the amount which should be asked for from 
each Government for such purposes 

As to expenditure, it is suggested that a distmction should be drawn 
between current admmistrative expenditure and the cost of special 
enquiries instituted by the Bureau on its own account, at the wish of 
any of the Governments 

As to current expenditure of each Government, a Government should 
of course pay the expenses of its own representative “The general 
expenditure ^ould, it is suggested, be paid for in the first mstance 
out of monejrs provided by the Impenal Parliament , and arrangements 
are bemg made (as suggested in paragraph 23 of Sir J Stevenson’s 
Report) for the provision of a sum of £ 10,000 by the Impenal Exchequer 
for the purpose of startmg the Bureau. Arrangements should be made, 
however, whereby at the close of each financial year, the cost should 
be divided in an eqmtable manner, and recovered from each of the 
Governments represented on the Governing Body 

(8) The Chairman of the Govemmg Body will advise the Minister. 

(9) Power should therefore be taken m the Order m Council to estab- 
hsh an Impenal Trust under Charter to hold and deal with mone}^ 
which would be placed at their disposal by way of grants m aid con- 
tnbuted by the Impenal and oversea Governments. 

{ Signed ^ Christopher Addison. 

6.6.’i8. 
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PERSONNEL OF LIONEL PHILLIPS’S ADVISORY COMMITTEE^ 

Sir Lionel Phillips, Bart (Chairman) 

Mr John F Allan 

Sir Wilham Clark, K C S I , C M G (Board of Trade) 

Sir Charles W Fielding 

Mr R J Frecheville 

Mr F W Harbord, F I C , etc 

Mr E St John Lybum 

Mr F Memcks 

Sir Harry Ross Skinner 

Dr A Strahan, LL D , F R S 

Mr Edgar Taylor 

Capt L Maurice Cockerell (Secretary), 


^ Referred to on page 113, 
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COUNCIL ON PRIORITY AFTER THE WAR » 

Minister of Reconstruction (President) 

Sir Henry Birchenough, K C M G (Chairman) 

Members 

Sir Kenneth Anderson, K C M G , Onent Steam Navigation Company, 
London, Ministry of Shipping 
Mr W A Appleton, General Federation of Trade Unions 
Mr H R Armitage, Bradford Dyers’ Association, Manchester 
Mr J T Brownhe, Amalgamated Society of Engmeers 
Colonel Byrne, C M G , Secretary of the War Pnonties Committee 
Sir J Carmichael, Contractor, Wandsworth, London, SW 
Mr J H Clapham, C B E , Litt D , Board of Trade 
Sir Sydney Henn, K B E , Director of Pnority, Army Contracts Depart- 
ment, War Ofihce 

Mr W J Larke, O B.E , British Thomson-Houston Company, Rugby, 
Mmistry of Mumtions 

Sir Peter McClelland, K B E , Messrs Duncan, Fox & Co , London 
Sir Herbert Rowell, K B E , R & W Hawthorn Leslie & Co , New- 
castle-on-Tyne 

Sir David Shackleton, K C B , Secretary, Ministry of Labour, ex-Presi- 
dent Trade Umon Congress, and ex-Chairman of National Labour 
Party 

Mr Wallace Thomeycroft, Lochgelly Iron and Coal Company, Steel 
Company of Scotland 

Sir Alexander Walker, John Walker & Sons, Kilmarnock, Ministry of 
Reconstruction 

Sir J Wormald, Mather and Platt, Engmeers, Manchester, Chairman 
of the Industnes Committee 


* Referred to on page zoo 
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THE ADVISORY COUNCIL ON THE DISPOSAL OF SURPLUS 
GOVERNMENT PROPERTY » 

Personnel 

The Most Hon the Marquess of Sahsbury, KG, GCVO, CB 
(Chairman) 

Sir Howard Frank, K C B (Vice-Chairman) 

The Rt Hon W Adamson, MP 
S Lowes Dickinson, Esq 
Philip Hanson, Esq , C B 
Sir R Sothern Holland, Bart 
W Lander, Esq 
Sir Maurice Levy, Bart , M P 
Captain Sir Beville Stanier, Bart , M P 
Sir John E Thornycroft, K B E 


^ Referred to on page 202 
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FINANCIAL FACILITIES COMMITTEE * 

{Treasury aud Mtuistry of Recoftstrt4citoti ) 

Sir R Vassar-Smith, Bart (Chairman) 

Mr E Brocklehurst Fielden 

Sir John Bradbury, K C B 

Mr A E L Chorlton 

Sir Algernon Firth, Bart 

Mr Robert Fleming 

Mr A C D Gairdner 

Mr F C D Goodenough 

Sir Alex McDowell, G B E 

Sir Alex Roger 

Mr A W Tait 

Mr John Sampson 

Mr R C Smallwood (Secretary) 


^ Referred to on page 203 
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MEMORANDUM ON QUESTIONS WHICH BECOME URGENT 
ON THE CESSATION OF HOSTILITIES » 

1 I have given careful consideration to the vanous memoranda 
prepared by the Council and by officers of the Ministry on the work 
that the Ministry may be called upon to undertake, immediately, or 
at a later date in connection with the work of Reconstruction as aSectmg 
Trade and Industry 

In the collection of mformation and in the execution of any work 
that may be required, it is desirable to avoid any duphcation of machinery 
and to promote the estabhshment, as soon as convement, of such agencies 
as will contmue to be required after the cessation of hostihties 

The utmost use therefore should be made of those Departments of 
the Government which are specially concerned with trade and labour 
questions and of organisations of a suitable kmd estabhshed by the 
trades themselves 

2 The matters concerned resolve themselves into two groups, viz — 
those of an emergency character which will become urgent immediately 
upon the cessation of hostihties, and those which will affect, in a more 
permanent way, the well-bemg of mdustry and its increased produc- 
tivity These necessarily, however, overlap to some extent and influence 
one another 

Emergency Problems 

3 In the first class (with which this Memorandum is solely con- 
cerned) the following subjects obviously require to be dealt with as com- 
pletely as possible before the cessation of hostilities, plans prepared and 
appropriate machmery devised and action taken for deahng with them, 

VIZ — 

(а) The supply, purchase and distnbution of raw matmals , 

(б) The provision of suffiaent financial facilities, where found to be 

required, m order to make provision for the period of transfer 
of war to peace mdustnes , 

(c) The supply and distnbution of labour &nd the demobilisation 
questions which are connected therewith ; 

(i) The promotion of suitable understandings between employers and 
employed, so as to adjust the commitments to labour made 
during the war and enable labour freely and without restnc- 

^ Referred to on page 205 
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tion to co-operate in the necessary efEort of increased pro- 
' duction ; 

(«) An esttmation, so far as can fairly be made, of the demands upon 
induct so as to ensure that the processes of demobilisation 
take place with the least avoidable unemployment and for 
the guidance of those who are entrusted with the charge of 
the arrangements affecting supphes of raw materials, credit 
and pnonty decisions m respect of imports and exports 
if) The provision of such information as can be obtained from the 
trades as to those matters which are of chief importance in 
promoting a rapid restoration of producing capacity , 

(g) The preparation of plans for post-war work and the exploration 
of new or increased manufacturing enterprises ly the industries 
diemselves, and the promotion of arrangements whereby the 
penod of turning over from war to peace work may be shortened 
as much as possible 

Steps hitherto taken for dealing with Emergency Problems 
4 In connection with the foregomg — 

(a) Raw Materials — Sir Qarendon Hyde’s Committee has been at 

work for some time and steps are bemg taken to obtam the 
co-operation of the Dommions and of our Allies m safeguardmg 
post-war supphes 

(b) The Financial Facihttes Committee, under Sir R Vassar-Smith, 

has just commenced work and when it comes to require informa- 
tion of a reliable character from the different trades affected, 
it will find itself confronted by the difficulties ansmg out of 
the madequacy of the present trade organisations to afford 
comprehensive information and gmdance 

(c) In connection with the Army Demobilisation, the scheme of the 

Jomt Committee has already been adopted except for certam 
matters still requinng adjustment which do not affect the 
order of demobilisation The Comimttee on the Demobilisa- 
tion of War Workers has not yet reported 
{d) The establishment of Joint Industrial Councils in the different 
trades is necessary in order to deal with the questions arising 
out of the relations between employers and employed A 
great part of prehmmary work has already been done by the 
Mmistry of Labour, but, according to our present information, 
few, if any, Counods have yet been formed 
{e) Certam general information is available with respect to possible 
demands upon industry, but no ^stematic arrangements are 
yet in being to deal with it as a whole 
(/) No organisation at present exists in the different trades for afford- 
ing advice on the pnonty questions which vitally affect the 
interests of rapid restoration 

(g) A similar condition exists with r^ard to the methodical prepar- 
ation of post-war plans and the expkttdion of the possibilities of 
new manufactures. 
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Need for Trade ORGAmsATioNS 

5 It IS manifest from the present state of pubhc opuuon and the 
feelmg m the different industries agamst centrahsed Government control 
that, so far as any machmery may be required to deal with the allocation 
of supphes of raw material and with questions of pnonty, whether of 
supply of material or for the execution of orders, that every effort must 
be made without delay to create machmery whereby the trades them- 
selves may be competent to undertake as much of this work as possible 

Trade orgamsations equally are required, both for the provision of 
arrangements with labour and for the supply of information and advice 
on the subject already referred to Just as urgently they are needed so 
as to be able to render assistance m an organised form in the mterest of 
the development of the mdustries themselves after the restoration period, 
if we are to secure both mdustnal peace and progressive trade develop- 
ment. 

Promotion of Trade Organisation Action Cailed For 

6 Industrial Councils require for their formation the association of 
employers m the trade competent to make a representative contribution 
to the Council, together with a correspondmg Trade Union organisation 

The first necesstty therefore is that every effort should be used to pro- 
mote the formation of representative Employers’ Associations and of 
Jomt Industrial Councils and the related shop and district machmery 
proposed m the Whitley Report and accepted by the Trade Umons and 
Employers 

The precise allocation of functions In connection with the work of 
reconstruction between Employers’ Assoaations and Trade Unions on 
the one part, and Jomt Industnal Councils on the other, I propose to dis- 
cuss with the Section of the Advisory Council deahng with mdustnal 
organisation and with others concerned At present, however, in view 
of the suspicion which appears to prevail of the Jomt Industnal Coimcils 
by some Trade Umon Executives and by employers on the other hand, 
nervous as to what they regard as encroachment on thtir responsibihties, 
it would evidently be unwise at this stage to require the Jomt Industnal 
Council m any trade to go beyond those duties which both parties who 
have combmed to form it have accepted as belongmg to it 

At the gamp, time, every effort should be made to promote agreement, 
whereby the co-operation between employers and employed m the mter- 
ests of mdustry should be extended as much as possible. 

With regard to the promotion of smtable assoaations of employers, 
and espeaally m connection with the preparation of post-war plans and 
the investigation of new enterprises, I propose, if smtable terms can be 
arranged,to secure the assistance of Chambers of Obmmerce, of the Associa- 
tion of Controlled Establishments and the Bntish Industries Federation 
So far as possible, we should aim at securing that any apphcation affecting 
priority for matenal or otherwise for these purposes should be dealt with 
in a comprehensive way by those appomted by the trades themselves, 
although it would be mevitable that yre should reoave— at all events m 
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the .early stages — a large number of individual apphcations I think 
that we should seek to arrange with the Pnonty Advisory Committee and 
the Pubhc Service Committee for the use of their machmery, to deal with 
these apphcations on our behalf. 

Information, Cousction and CtASSincAOioN 

7 Secondly, we should make smtable arrangements for the collection, 
classification and distribution of information, whether derived from trade 
organisations or otherwise, as well as arrange for the establishment of 
agencies competent to make use of the information so obtamed and treated 
as progress develops 

Information appears to be required from the followmg sources — 

(1) From the Trades on the matters referred to , 

(2) From Government Departments and Pubhc Bodies at home , 

(3) From the Dommions, India and Crown Colonies , 

(4) From Alhed Countnes, with a special reference to the needs of 

devastated areas , 

(5) From Neutral Countnes 

In the Dommions and India, there are already estabhshed Pnonty 
Committees which have collected and advised upon demands from those 
countnes during the war and therefore have acquired much knowledge 
and expenence on these matters In addition, there are in all cases the 
vanous Governments concerned and those who act as agents of com- 
mercial mtelhgence 

The information at present obtamable as to post-war requirements 
from any of these sources must necessarily be, m many respects, of a 
provisional character Nevertheless, as tune goes on and the information 
IS collected and classified, it will evidently become of increasmg value, if 
made available and used at home m the proper way 

8 It ts therefore proposed — 

(1) That the Secretary of State for the Colonies should be asked to 

assist us m calling a meeting of the High Commissioners and 
others at which this Mmistry and the Department of Com- 
mercial Intelhgence should be represented, with a view to the 
collection m the Colomes of the necessary information and the 
provision of such advice on appropriate questions as may be 
called for , 

(2) That the Secretary of State for India should be asked to jom in 

the above Conference, with a view to similar co-operation m 
India , 

(3) That the Department of Commercial Intelhgence should be asked 

to organise a clearmg-house of information and advice relating 
to pxKt-war requirements from — 

(a) Dommions and Colonial Governments and Agencies , 

(i) Indian Governments and Agencies, 

(c) Neutral cotmtries and any speaal agencies connected therewith, 

such as the South Amencan Railway Executive , 

(d) Alhed countnes, as apart from the needs of devastated areas ; 
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(e) The devastated areas through such agencies as are set up to 
collect, classify and represent theu: requirements (In this 
connection, it is possible that it may be found advisable to 
make use of the orgamsation of the C I R. especially as Sir 
Wyldbore Smith is a Member of the Committee for the formu- 
lation of Belgian requirements and has already supphed 
valuable information in connection therewith ) 

(/) Government Departments and Pubhc Bodies, such as Road Board, 
Local Authonties, Railway Executive, etc, in this country, 

(g) Trade organisations at home 

NoU — In connection with the above work which it is suggested 
should be centred in the Department of Commeraal Intelligence, I pro- 
pose to ask the President of the Board of Trade, the Mmister of Labour, 
and Sir Arthur Steel-Maitland, after considenng this Memorandum, to 
confer with this Ministry, with a view to the estabhshment of appropriate 
machinery. 

9 As and when the information above referred to is made available, 
it should be placed at the disposal of someone appomted by this Ministry, 
so as to enable it to be made available for — 

(^i) The Comimttee on Matenals Supply , 

(6) The Committee on Fmanaal Facihties , 

(c) A Comimttee which should be appomted to consider and advise 
upon the vanous pnonty issues that would be raised affectmg 
the supphes of labour, matenal, and the order of the execution 
of work with regard to any regulation which may be found to be 
necessary m the restoration period 

The Board of Trade, the Ministry of Labour, and the Ministry of 
National Service should be represented on this last body (c) so that after 
the pohcy had been determined, these departments bemg fully acquamted 
with all relevant considerations and participants in the pohcy recom- 
mended would be enabled to deal as the executive departments with the 
various groups of trades which would be concerned in the application of 
the pohcy 

Circular to Trades 

10 After the discussion of the fimctions of Industrial Councils, Trade 
Associations, and Trade Unions, indicated as desirable m an earlier part 
of this Memorandum, the Mimstry of Reconstruction should prepare and 
send to the different organisations a letter urgmg the importance of the 
rapid estabhshment of the Industrial Council which the Mmistry of Labour 
is endeavouring to promote and indicate as clearly as possible the different 
branches of the work which we propose that the Industrial Councils, 
Trade Associations and Trade Umons should uiidertake in connection 
with Reconstruction. 

Christopher Addison. 

December 18, 1917. 
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OBJECTS OF THE JOINT INDUSTRIAL COUNCIL FOR THE 
POTTERY TRADES* 

" The objects of the Council are as follows — 

"The advancement of the pottery industry and of all connected 
with It by the association in its government of all engaged in the industry 
It will be open to the Council to take any action that falls withm the 
scope of Its general object Its chief work will, however, fall under 
the following heads — 

" (<z) Hie consideration of means whereby all manufacturers and 
operatives shall be brought withm their respective associations 

" (b) Regular consideration of wages, piecewwk offices, and condi- 
tions with a view to establishing and maintaimng eqmtable conditions 
throughout the mdustry 

" (c) To assist the respective associations in the mamtenance oi such 
selling {uices as will afford a reasonable remuneration to both employers 
and employed. 

" (i) The consideration and settlement of all disputes between different 
parties in the industry which it may not have been possible to settle 
by the exlstmg macbmery, and the establishment of machmery for 
dealing with disputes where adequate machmery does not exist 

" {e) The regulansation of production and emplojunent as a means 
of ensuring to the workpeople the greatest possible secuntyof earnings 
" (/) Improvement m conditions with a view to removing all danger 
to health m the mdustry. 

" (g) The study of processes, the encouragement of research, and 
the full utilisation of their results 

" (h) The provision of facihties for the full consideration and utilisa- 
tion of inventions and improvements designed by workpeople and fcff 
the adequate saf^niai'du^S ^ rights of the designers of such improve- 
ments 

" (i) Education in all its branches for the industry. 

" (j) The collection of full statistics on wages, making and selling 
prices and average percentages of profits on turnover, and on matenals, 
markets, costs, etc , and the study and promotion of scientific and {o-ac- 
tical qrstems of costing to this end. 

" All statistics shall where necessary be verified by chartered accoun- 

* Refemd to on page ao6. 
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tants, who shall make a statutory declaration as to secrecy prior to 
any investigation, and no particulars of individual firms or operatives 
shall be disclosed to anyone 

“ {k) Enquines into problems of the industry, and, where desirable, 
the publication of reports 

" {/) Representation of the needs and opimons of the mdustry to 
Government authorities, central and local, and to the commumty 
generally " 
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(Ministry of Reconstruction) 
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Mr J Kemp 
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Mr Adam Nimmo 

Sir R A S Redmayne, K C B , Home Office 

Mr. C E Rhodes 

Mr Robert Smillie 

Mr Charles P Sparks 

Dr A Strahan, F R S , Geological Survey 
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^ Referred to on page 2x2 
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RESOLUTIONS ON LAND SETTLEMENT POLICY 1 

(1) It was agreed that as an urgent measure of emergency, arismg 
out of the war, and as an essential part of any scheme of demobilisation, 
it IS necessary that land should be acquired by the State or the Local 
Authority for small holdings, gardens, allotments and houses for sailors, 
soldiers and members of the Air Force 

(2) That, except to the extent for which provision for this purpose 
IS made by the Small Holdmg Colonies Acts, 1916 and 1918, and by the 
Sailors and Soldiers (Gifts for Land Settlement) Act, 1916, the acquisition 
and administration of land for this purpose should be entrusted m Eng- 
land and Wales to County Councils who are quahfied by local knowledge, 
and have existmg stafis available for the economic and efficient admmis- 
tration of the work , and that, so far as necessary, the Small Holdmgs 
and Allotments Act, 1908, should be amended to facilitate this procedure 

(3) That, in view of the present financial position, land for this pur- 
pose should be acquired by County Councils on long-term leases or in 
consideration of the payment of an annuity based upon an estimate of a 
perpetual rent-charge to be redeemable at the option of the purchaser 
and to be guaranteed on the county rate, and that cash payment should 
be permitted for the acquisition of the interest of a tenant 

(4) That the Board of Agriculture or the County Councils, on behalf 
of the Board, should forthwith enquire of owners ct private estates, 
glebe-owners and public bodies ownmg agricultural land, such as the 
Crown, the Ecclesiastical Commissioners, Colleges, Hospitals, and Chari- 
ties, whether they are wiUmg to provide land for these purposes 

(5) That County Councils be asked to circularise the men of their 
County Regiments m order to form an approximate estimate of the num- 
ber of soldiers who are anxious to go on the land and to obtain informa- 
tion as to their previous experience As regards men who have served 
m the Navy and Air Forces, similar enqmries should be made m an 
appropriate way to obtain the same mformatjon 

(6) That it should be stated m the Bill that in the event of the enquiry 
referred to in Resolution (4) proving inadequate m result, the County 
Council should be authorised by the Board of Agriculture to acquire land 
for these purposes compulsorily on the terms set out m Resolution (3), 

^ Referred to on page 212 
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and* that the Small Holdings and Allotments Act should be amended 
accordingly. 

(7) Ihat facilities for obtainmg aedit should be provided, pendmg 
the organisation of Credit Banks or other approved mat^inery for making 
advances to tenants who require such aid towards the necessary capital 
to provide imidements, live-stock, seeds, fertilisers and other requisites 
of the agricultural industry 

(8) That the Small Holdings Act of 1908 be amended so as to relieve 
County Councils from their present obligation to deal separately with 
each acquisition, while preserving the general obligation to carry on 
their small-holding undertakmg, U possible, without loss. 

(9) That the ftaancial arrangements between the Board and County 
Councils be simplified as far a possible but without increasmg the con- 
tributions out of State Funds except as stated m the next resolution 

(10) That where the Board are satisfied that possession should be 
obtamed before this is possible by service of notice to quit, the Board 
should be authonsed to pay such part of the cost of acquisition of the 
tenant’s mterest as they think proper, on the understanding that the 
payment of the acquisition of tenants’ interests by way of compensation 
or other payments which do not properly fall on the mcoming tenant, 
should be made out of Votes and should not be a charge on the scheme 

(11) That a tenant should have the option at any time during the 
occupation of the holdmg to purchase the holding on payment of four- 
fifths of the purchase-money to be repaid by instalments dunng fifty 
years 

(12) That such minor amendments should be made m the Small 
Holdmgs Act as the experience of the Board has shown to be necessary, 
on the understandmg that the amendments reqmred may be such as 
would enable County Councils to purchase a whole estate or a whole 
farm so as to have workmg margms which might involve the purchase 
of land beyond the extent of the applications already made. 

{13) That a sum of £2,500,000 should be voted to the Small Holdings 
Account to enable County Councils to equip land for settlement by ex- 
Service men, it bemg agreed that a percentage of that amount should be 
regarded as an annual grant 

(14) That the legislation should provide that County Councils will 
be required to undertake those duties and that the Board of Agnculture 
shall be authonsed to act m the case of any Council which is defaultmg 
m the performance of this duty 

(15) That the general question of the acquisition of land for reclama- 
tion purposes, apart from the purposes dealt with in the preceding, 
should be considered when we deal with the basis of acquisition of land 
for afforestation purposes and for small holdmgs other than those dealt 
with in the above Resolutions 
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SIR JAMES CARMICHAEL'S BUILDING MATERIALS 
COMMITTEE! 

Terms of Reference 

1 To enquire into the extent of the probable demands for Jjuilding 
materials for all purposes which will arise m this country during the 
transition period, and the extent of the available supply and form of such 
material 

2 To enquire how far the quantities of material now available are 
capable of increase, what are the difficulties in mcreasmg them, and 
how these difficulties can be removed , and to report to what extent 
an mcrease m production will affect the price of materials 

3 In the event of the supply of material or labour bemg msufficient 
to fulfil the total buildmg demand, to consider the prmciples and methods 
by which the priority of various claims should be settled , and to report 
what steps are necessary to ensure that the manufacture of the material, 
so far as it is at present madequate, shall be extended in time to secure 
sufficient quantities for use when required on the cessation of hostilities, 
and to recommend what steps should be taken during the war to facilitate 
a prompt commencement of building work at that time 

4 Generally to consider and report upon any conditions affecting the 
buildmg trade which tend to cause unduly high prices, and to make 
recommendations in regard to any measure of control which it may be 
desirable to exercise over the purchase, production, transport or distribu- 
tion of material. 

Membership 

Sir James Carmichael, J P (Chairman). 

Sir Arthur Shirley Benn, K.B.E , M P 
Mr C B Broad 

Sir Maurice Bonham-Carter, KCV.O, KCB 
Mr J Good 

Mr W J Jones, CBE * 

Mr J Walker Smith, M Inst.C.E. 

Mr. J Storrs, J P 

Sir John Tudor Walters, M P 

Mr H D Seaxles Wood, F R.I.B.A 

! Referred to on pages 215 and 219 
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